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August 12, 1971

Dr. RamiSn ellado
Secretary of Education

Department of Education
Commonwealth of Puerto Rico
Hato Rey, Puerto Rico

Dear Dr. Mellado:

We have completed our study on Administrative Utility Analysis and

Programs of Vocational Education for the Area of Vocational and Technical.

Education of the Department of Education. Me atr.ched report includes the

complete documentation of the engagement.

BACKGROUND

Presently, the Area of Vocational and Tcchnical Education is headed

by Dra. Maria Socorro Lacot, Assistant Secretary for Vocational and Technical

Education. Educational services are offered to young and adults in seven voca-

'tional schools, eight high schools with vocational departments, WO technological

institutes and 376 secondary schools with vocational programs. Basically, the

A.V.T.E. is structured in eight programs managed by Program Directors and the

educational services are carried out at three levels: central, regional

and school districts.

The A.V.T.E. is facing a compound problem of having an increasing

student population and number of programs to implement with a limited budget

at its disposal. This situation necessitates a continuing effort: at searching



alternative uses of its funds in an attempt to derive the most effective utili-

zation from the services it has at its disposal.

Being aware of the continuous need to apply modern administrative

management techniques to cope with the expansion in the scope of the voca-

tional programs the Department of Education decided to hire the services of

Peat, Marwick, Mitchell. & Co. to conduct an Administrative Utility Analysis

of the Area of Vocational and Technical Education.

OBJECTIVES

were:

The principal objectives of the Administrative Utility Analysis

. Indication of areas of over vertical adminitratime
pyramiding.

. Optimum utilization of available human resources.

Identification of areas of activity duplication.

. Determinarion of new services icod required personnel
to adequa',-..ely administe.r those services.

Improvement: and acceleration of administrative pro-
cedures such as: purchasing, budgeting preparation
and hiring of personnel.

. Provision for more active participation in the adminis-
tration of the Program from the regional and local
levels.

MEMIODOLOGY

We conducted the study by reviewing reporting relationships, posi-

tion responsibilities and the nature and characteristics of the various voca-

tional programs conducted by the A.V.T.E.

Our fact-finding was accomplished through in-depth interviews with

management personnel, questionnaires submitted to all management positions up

to the position of department heads and visits to a number of educational, regions.

I
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Conclusions were drawn and alternative recommendations were developed.

The results of our study are summarized in the following paragraphs.

SUMMARY OF RECOMMENDATIONS

The recommendations set forth in this report should be implemented in

light of the economic and budgetary conditions of the Program, federal funds

available and availability of personnel.

The following is a summary of our recommendations. The recommendations

are classified according to the following groups:

. Organizational. Structure

. Planning and Budgeting

. Systems and Procedures

. Personnel Evaluation and L'olLcies

. Salary Stricture

. Personnel Requirements

. Coordination with other Government Arvlicis

. Legislation

(a) Orgr,ii-ltionnl Structure

1. Restructure Central Organization f.-.) provide the following area

level positions:

. Assistant Secretary of Vocational and Technical

Education

. Assistant to the Assistant Secretary of Vocational
and Technical Education

. Executive Office consisting of:
Executive Assistant
Assistant for Programs

. Head of Interagency Relations and Promotion

Director of Instruction

. Head of Administration
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. Head of Information Systems

. Head of Planning, Budgeting and Evaluation

. Head of Vocational Research and Curriculum Development

. Head of Professional Training

The five Office Heads and the Director will report directly to the

Assistant to the Assistant Secretary of Vocational and Technical E:lucation.

2. Establish and executive office attached to the Office of the
Assistant Secretary. The executive office should have the following members:

. Executive Assistant

. Assistant of Programs

3. Establish an office for Tnteragency.Pcjations and Promotion, att:che(i
to the Office of the Assistant Secretary, with prime responsibility for the im-
provement of communications and relations with government agencies, the community
and other institutions.

4. Distribute the present functions and responsibilities of the Research
Coordinatiog Unit among the following units of the proposed organi4ation:

Vocational Research and Cuiriculum Develnpmc!nt Office:
_ _

. Vocational Research

. Curriculum DevelopMent

Professional Training_Office:

. Coordination of Teacher. Training

. Coordination of Researcher Training

Information :,ystems Office:

. Compilation of Educational Statistics

. Dissemination of Research Information

. Maintenance of a Research Library

Vocational. Guidance Program:

. Follow-up of Vocational-Technical Graduates

5. A central clerical pool should be established under the supervision
of an experienced secretary and within the scope of responsibilities of the
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Office Services Unit. The pool should be formed by selecting a spec.Lfied number
of Secretarial personnel from the individual program units. The recommended
number to he selected from each program is specified in the body of the Report.

6. Organize ten program units headed by Program Directors who report
directly to the Director of Instruction. The recommended program units are:

. Industrial Arts

. Health Occupations

. Vocational Industrial Education

. Technical Education

. Vocational Agriculture Education

. Home Economics Education

. usiness Education

. Db3tribution and Marketing Education

. Vocational Guidance

. Sio Programs

The present and riacumMe nded organization chatts for these Proe,rams are

included in Chapter LV Recommendations Organizational Structure.

7. Restruc:ture the Pogional Organization to incorporate the following
executive positions:

. Aistant Regional. Dire.:tor of Vocational-Technical
Education

. Assistant Re;;iunal Director of Administration

. Coordinator for Community Relations and Promotion

8. Provide the following clerical positions at the Regional level:

. Budget and Statistics Technician

. Coordinator for Purchasing, Maintenance, and
Contractual. Services

. Coordinator For Office Services and Personnel.

The Coordinator for Office So.rvices and Personnel should have direct

superviHon over the secretarial pool.

I
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9, Increase the number of Area General Supervisors for Vocational
Programs by five Supervisors. Specific increases by Pro gram are included in
Chapter XI Budget Requirements.

10, increase the number of. General Supervisors for Vocational Programs
at Regional level by 44 Supervisors. Specific increases by Program are included
in Chapter XI Budget Requirements.

11. Increase the number of Coordinators for Vocational Programs at
Regional level by six Coordinators. Specific increases by Program are included in
Chapter XI Budget Requirements.

12. Restrict the use of professional and administrative transitory posi-
tions at central and regional level to those positions which will not be permanently
required. Create regular positions for personnel needs which have been identi-
fied as conLinuing.

13. Further studios should be conducted to determine the feasibility of
establishing multi-program training for Regional. General Supervisors with the
purpose of qualifying Supervisors in two or more Vor.aticnal-Techuieat programs.
It this cross-training can he achieved, it will result in improved utilization of

Regional Supervisors since in a single visit to a school they could evaluate the
pro,;rttss of several Programs.

(h) Plannin.:', and Pouketinc,

1. We recommend that the preparation of progress reports of different
P ;:ograms be removed from under the responsibility of t±le. Planning and Educational

D.7fvelopment Unit. Each Prr3gram Director should prepare a nouthly report of
opecations.

2. The respensibility and the roles of the various parties involvcd in
the preparation of the budget should be stated more clearly.

'3. Bildge t p reef du res should provide more par ti ci LI.Ort to Regi coal

Directors and General. Supervisors and include tiliAr inputs about Regional needs.

4. The budget fo met shun ld be expanded to in cluck,. 0 ma nn tab le or

other. device indicating the number of approved budgeting pos-si Lions Lot each

salary account.

5. A systematic review process should be estabished through which each
reserve and ezpenditure item in the budget is analyzed aod adjusted to acknowledge
changes in federal grants.

6. The A.V.T.E. should develop an integrated Planning and Budgeting
System based upon clearly stated goals and objectives. Thu elements nf a well-

developed, properly intecated Planning and Budgeting System are included in the
body of the report under rhc Integrated Planning and Budgeting System, Chapter VT
and Appendix A.

7. The A.V.T.E. should request to thn Bureau of the Budget to consider
the incorporation of fixed operational expenses into the state budget: to avoid
the possibility of eliminating a program duo to lack of ILleral funds.

I
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(c) Systems and n 'I urns

1. PurchL :edures should be reviewed to speed up the Purchasing-
to-delivery cycle. 1(,:ommond to reduco the number of approvals and to de-
centralize the purchases at the Regional and school district levels.

2. A Systems and Procedures Unit should be established in the central
organization structure under the Director of Information Systems. This unit
will be responsible for the control of forms within A.V.T.E. and will establish
proper coordination with the Planning Division of the Department of Education.

3. Model proposals and check lists should he developed to simplify the
proposal preparation procedure and to reduce the time and number of executives
involved in its revision.

4. Modify the present system of approvals for personnel appointments by
establishing Lower approving levels. The proposed system is shown in the body
of the Report under the P2rsonne1. Sect:Lon of the Systems and Procodures Chapter.
The proposed approval system will simplify the appointment process, reduce iis
cycle time, ;Ind improve feedback ef information.

5. Review rho own tern of payment:3 to part-Lice Coacher 3 olimLnating
approvals not required for fiscal control and streamlining the feedback of infor-
mation to allow prompt correction of errors and minimize the delay in procssing.

6. A Policy and Proceduresnual for A.V.T.E. :diould be developed to
better guide operating personnol in the accor.Ipli:Thment their tasks.

7. The present pr,Ictice of sending hlromal ccrrpendc,nco Uirongh all
levels of supervision until it reaches the intended recipient should he changed.
Communications should be seat directly to the intended receiver with information
copies to the different management. levels.

8. A preregistration progucm for Vocational-Technical courses should
be establiHled to inuro bettor planning and course information coverage for po-
tential students. The elements of the propo:wd preregistration system are in-
cluded in the body of the Report,

(d) Personnel Evaluation
and Policies

1. Requirements for edneatienal work experience in a vocational area
should be discontinued for admistrative positions not directly related to the
teaching or immediate supervision of the prnrmns.

2. Continued attention should be given to "professional leave to study
with salary." The possibility or increasing the number of this type of leaves
should be considered.
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3. Leaves and promotions affecting personnel assigned to special projects
should be careful 'u:heduled so as to minimize impact on the Project.

should establish its own training programs to supplement the
present tLaining programs (Professional. Leave to Study with Salary, and Sumner
School). A Professional Training Office should be created to organize pre-service,
in-service and continuing education training programs.

5. A formal written personnel evaluation procedure should be developed
and implemented in the A.V.T.E.

(e) Salary Structure

A.V.T.E. should develop a new salary scale which will enable it to

successfully compete with other government agencies, business, and universities

in attracting and retaining qualified managerial and administrative personnel.

Censidnrarions which should hi! taken into occount in the deveLopr.nr.

of a revised salary scale are included under Chapter. IX Salary Structure.

(f) Personnel Requirements

Staffing levels et the central end regional levels should be -revised in

accordance with the -cncommendations listed in the Pernnel P...,.quiroment::: Section

of the Report.

A comparison with the present :,:taffing love s indicating the not: in-

crease of decrease of personnel in each position is included in Chapter XT

Budget Requirements.

(g) Coordination with other.
Covorumnt Acwneios

. An in-depth study of the noett! pro:=0n1_ Hinding eon

tract:, and future expectations of education in Health-related occupations as
offered by the Department of Health and the Department of Education should be
conducted.

This study should focus on strengthing the coordination of resources

of both Departments for training personnel in Healthrelated occupations.



2. A.V.T.E. should investigate and analyze the objectives of the
Vocational Agriculture Program as related to those of the other government
agencies involved in this area.

This st should consider the possibility of coordinating efforts and

resources which could effectively fulfill the needs of the agricultural sector.

(h) Legislation

1. The possibility of providing financial aid to students pursuing
regular Vocational-Technical courses should be investigated.

2. no salary scale of the Area of Vocational and Technical Mucation
should be reviewed.

*

v:ore nest: pleased to he able to pni.ticipat In this important pro-

ject, and enjoyed our association and the cooeration receivod from your manage-

ment pers:-)nnel during the study.

Yours trn y,



THE NEED FOR
VOCATFOnL EDUCATION

it - INTRODUCTION

Vocational and Technical Education has become an area of extreme

relevance in a world of ever changing techniques and developments. There is a

need for an increased availability of Vocational Programs many times the current

Level and for Programs that go beyond the current Vocational Education Curricula.

In today's complex society, jobs are becoming increasingly scarce for

the untrained and unskilled. Puerto Rico's economic growth has accentuated the

need for a larger Vocational Education Program capable of handling the demand for

occupational-trained personnel.

The most prossing need is for high school. and post high-:;chool two-

your Vocational and Technical I'vograms. These programs must be responsive to the

needs of young people who are presently neither attending schools nor employed.

To make effective use of this .:oung people, the vocal: oat. school system should

provide them the skills which aro in short snpply and the skilik- for which the

demand is apparently growing.

COVERENT /;IARENESS

Tho need for Vocational and Technical Training Programs has been rec-

ognized by the Covernment in Pa.2rto Rico. There is an increasing emphasis on

expanding Lhe Vocational Training Programs.

The Area of Vocational. and Technical Education received increased

attention with the approval of the Vocational. Education Act of 19(13. A forma-

lized and structural program v.as implemented to serve the needs of the community.

The Vocational. Amendmonts of 1968 created an atmosphere of awareness at

the federal, and Local. levels for hicreased attention to Vocational and Technical.

Education. This was accomplished by
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.,Creating a National. Advisory Council. on Vocational.

Education with 21 mumbers appointed by thu Preside-f-.

Requiring. each participating State to submit: an

Annual Plan, a Five-year Plan and an Administrative
Policies and Procedures Plan.

Increasing federal funding and Federal controls. The
Yederal Covernment has provided funds for the construc-
tion of new schools, for purchase of training equipment,
designing of new curriculum and in the determination of
effectiveness of vocational school programs. Yet Voca-
tional and Technical Education hos been lagging behind
the incruased needs for technically trained personnel
required by Puerto Rico economic growth and new indus-
trial technical requirements.

VOCATFAMAh EDUCAT CON
OPEnTION:',L REQUIREMENTS

The Arca of Vocotional and Technical Education (A.V.T.E.) operates

within the general structure of the Department of Education. The regular and

liocational programs are both concerned with the ?t.lue::,Lional process of Peerto

Rico, Le bettci: prepare today's youth to Face temorfow'h .old of work; hooever,

they offer their services to two separate groups of. r,rudenLs which have

different needs. Some of the difforeuee.; between the Lwt, educational arms are

as follows:

Type of courses offered

Kind of student population.

Duration of melln;03

Equipment and materials required

The A.V.T.E. offers occupational education rather than general know-

ledge type of education. Occupational education, depends to a Large eztent, on

current technological advancements and Ls subject to rapid change.

The kind of student that takes occupational courses is one who wishes

to learn a specialized occupational skill and to he able to leave school equipped

to meet the challenge of the world of work.



Programs in the A.V.T.T. have to be adapted to new developments and

changes in occupational requirements. The duration of a program may vary from

four months to severat years depend Jig on the skills. required.

When a new program is st;-rtild in Vocational. and Technical Education,

it generally requires specia equipment and materials; the need for specific

machinery is dictated by the clIrrent technological conditions.

THE A.V.T.E.'S INN:C.1TC

ENVIRON:IENT

The Area of Vocational and Edu:atica lies different open:, .ionaL

needs =rom the rest of the IN-. itmc..nl: of FAucttion. Tho dynamic nature of the

Vocatioaat .:ducation procc-.=. -; ,a1,1 1.!cogni?.o.d to insure the achievement

i.1:s ore,. i.onza yel 1s. Tht-:-- is a rolat e y !Mort dO span itetvfoo.0 die

recognition f;F the. nc-..ed J:or a Cif mid Lhc output: of tralned students,

'Mee it i.:... ,!-Tablish,d that iftWcil isa need for a ncettniu" tr

:11e Vocational Education pcocc..ss

. A propo.,sal must. ri. tcn s tat Lug the

ob ject i.Vat of the to be es Lab 1 the

manner i ch the i Ii he car, od out and
a de I.rd acccn:nt .f whet th,t out:ids
Approval. by the 'tar'' of Education is given to
Lhe proposnl..

. Approptiat:, Feel? Lti ;214 must he !;eoured.

A (!ii iied mu:-.t he ccruitod to teach

the courw..

Equipment and supp17.,s muat ho. nut-cLI:_;ed.

. Studunts to _ l)e O :ci:ed for the. task,.

1111;i .1.11.111 rat i. a i cal: ion of L-11 e actual process , but

.-; tic CM(.1 I
\.:11

faced Lh.

:he operational efl Hitcy of the A.V.T

.1: admi tu is t: on o rs t

is then. impaired by operating

in en c' iron. that: does recognize the shorter nerationai cycles of the
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vocational edueation administrative processes. The Department of Education

. should adjust their accounting, personnel, purchasing and communication procedures

to better respond to the needs of A.V.T.E.

FEMZAT, FUNDS

Tee Bureau of the Budget: relies heavily on federal funding to covet-

fixed operational expenses for certain A.V.T.E. Programs. Any changes in the flow

of federal. funds generates an operational problem in the Vocational Program

affected.

It then becomes more difficult for planning, tiring and retaining

qualified 7er!;onnel.

The 'Bureau of the Budget should consider the incorporation of a larger

PC rcentage of fi:.:ed operational expenses into the Commonwoalth Budget. to avoid.

the possibility of eliminating a Program an: afF:.?cting °seriously its operations

through the lack of fe-ral funth:.

U.:TH IN VOCATIONAL E*.\:ROLLENT

The number of Programs offered by the A.V.T.E. and the stn,!nt enrollment

has grown rapidly. Currently over 10,000 students are cerojled in the different

Vocational Programs.

Yet the A.V.T.E. organization structure, personnel and bud:l: has not

pace with this growth. Currently the need For additional personnel is

hindering not only the development: of new Programs, but alo the proper operation

of the present ones.

COCLUSTON

The role that Vocational Education has Co play in our environment of

industrialization and growth is of primary importance to the proper development
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and progress of Cle economy as a whole. The nature of Vocational Education goes

hand-in-hand with the nature and stage of industrialization of the area it pro-

vides services to. Hence, to properly fulfill its educational mission the A.V.T.E.

should be able to grow and adjust to the different technological requirements of

Puerto Rico.

The A.V.T.E. is currently providing a basic socio-economic service to

Puerto Rico. However, its financial and pr rsonnel requirements should be attended

and its operational relationship with the Department of Education should be re-

vised to insure its effectiveness and continued growth.
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11 - PRESENT ORGANIZATION STRUCTURE

INTRODUCTTON

Implementation of a viable organization structure is an essential step

in the development of effective Vocational Programs and efficient administrative

operations.

Our review and analysis focused upon the upper administrative echelons

of the Area of Vocational and Technical Education of the Department of Eduction.

Essentially, this includes the levels of management from the Assistant Secretary

of Vocational and Technical Education through the level of General Regional.

Supervisor for the various Vocational. fields.

Following in this section is a deacription of the present upper organi-

zation at the central and regional levels and a sumary of cur findings and

conclusions regarding the current structure.

I OV2r:VrEW OE TET: PREl.',ENT

OPc;A:.:FXATIONAL wItucTuR

1

Ccnj:ral, t: Lou

The existing uppuc 1vel organizational. structure of the Vocational and

Technical Education Arca is depicted on the facing page,

The Area is directed by an Assistant Secretary who reports directly to

the Undersecretary of Education in regard to the educational aspects of the

ProL;rLim. For the overall. :Idminitrarion et the A. reporting is channeled

directly to the Secretary of Education who is also the Executive Officer of the

Commonwealth Board for Vocational Edueation. Two major functions exist within

the Area the Administrative Function, and the Instructionat Function. Each

function is headed by a Director who reports directly to the Assistant Secretary.

The instructional Director has responsibility for six Vocational

Programs and for an Industrial.. Arts Program, Vocational Guidance Program,
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a Student Assistance Program and a Special Programs Unit. A Planning and

Educational Development Unit is alse under the InstructionM Director's

span of control- Each of these Prog. and Units is headed by a Director who

is assisted in his task by a staff including Assistant Directors, General

Supervisors and other administrative and clerical personnel.

The Director of Administration heads two administrative units. One is

responsible f..)r purchasing
,
construction and maintenance liaison with Department

of Education levet unit ,. The other unit is responsible for personnel, budget and

fund control fUnctions. The Director of Administration also acts as Interim

Director of the Area of Vocational and Technical Education in the absence of the

Assistant Secretary.

There are two :1::.11:V units r.,pot-Lin.:.: directly Co OW Assi6r;Ant Secrernry.

One unit is responsible for information, educa.tional research, teacher trainin:J, and

curriculum dc:velopment coordination. The second unit, ,:1:.irrog by one person, is

responsible for proms end interaonev relations.

Reir [mel. Ocean on

Under the Departent of Education's Decentralization Plan, implemented

approy_imately four years ago, Puerto Pico WdS divided into educational regions.

Each region in turn was subdivided into school districts coioosed of elementary,

secondary and vocational schools.

Fnrh 1-)7 P.,T;fonal wth the responsibility

for all Academic and Vocational Education Programs within that region. The opera-

Lion of the Programs is managed through the District Superintendents, however,

the flegional Director provides technical assistance and syervision through a

staff of General. Supervisors assigned directly Lo his office , Usually there is

one General Supervisor for each Program although in some regions, due to the size

of the particular program, there may ho two.
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ORGANIZATTONAL STRUCTURE

Procedure Followed

During the course of our review, we examined the existing Vocational

and Technical Education organizational structure and reporting relationships at

area, program, :.iad regional levels. Position description questionnaires were

prepared and distributed to key perorru In-depth interviews were conducted

with all program and administrative unit heads and with selected Regional Directors

and General Supervisors working at Regional level. Interviews were also conducted

with the Assi:Itant Secretaries for Personnel, General. Services, and Finance, and

with the Executive Assistant to the Asi.!;tant Secretary of Planning and

Educational Development. A summary of the findings and conclusions resulting From

our sludy follows:

Organi.zatioa

1. The organizational strnetnr2 depicLed in the orvaization chart at the

Li:oe the study was conduetod had not be,:'n fully implemented vet:.

Program Directors indicated that they reported directly co the Assistant Secretary

instead of the u'coLly sTpoilv.:ed Direct_oc of ilw;tretion who was also ating as

[Lad of the Technical Education Program. A total of 16 per:,ous indicated that

they report directly to the Assistant Secretary.

2. In czomining the replies received from 12 Administrative Unit

Directors that were rnrine-;ted tho clogre of supervision received by

them, we find the following:

. Two indicated that their work is reviewed and
verified by their Supervisor and that they used
prescribed procedure:; and methodology.

Eight indicated that they discussed the di,itrihu-
tion of work, work plan , duration of work and
problems with their Supervisor and that they could
develop their own procedures and methods.
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. Two indicated that they work independently and
may refer problems, final conclusions and
recommendations to the Supervisor.

3. Approximately 50% of the administrative unit Directors indicated

Chat they spear anywhere from 25% to .50% of their time in direct supervision of

their unit.

4. To provide and executive succession capabiticy for individual prn-

grams within the Area. The prevailing approach used by Program Directors is that

oC assimilation of knowledge through prolonged c,..posuro to the Unit's operating

characteristics.

5. Transitory positions are bring u:;ed to augm,nit Program prolossionaL

staffs which for ruaon:; of Commonwalth budget:. limitations are mann.!d holow the

cognired Appro:matcAv 1.1.7 tr:lisitory positions un,: :ist within rho

ccntral level of the Are oF Vocational end T,.?chnicol. Education, incaftling

acadL'oic and olas!-;ified positions.

Pro.mm 1,c,/r!i

This Section of the_ Report covers a brief description of the present

crcganiza.Lional ;1:1:11(.11:nrc. at till:' pc.waiq Love. 1. fotio'ded bv a listiN; of Li:in main

wo.ano:,:c-;es encountered. Al: the end of this SecAlon is a narrative sum.lacv off

conclusions covering our findings at: the Area .:nd Program level. The recommended

organization structure for each Prop rant is included in Chaprer IV of this report

orlder subheading "Prov-:-Im Adminisrrol-ion,"

TnCinstrial Arts

Present: Structure

At the central level the industrial arts Program is managed by a

Program Director with a supervisory staff of three Assistant Directors, one

General F'upervisor and two Curriculum Technicians.



To examining the duties and responsibilities, wo find that:

The Program Director .,ends approimately GO X of
his time in activit that include proper ion

of reports, budgets, work plans, correspon.ence,
attendance to various meetings, review of curricu-
lum material prepareii by Curriculum Technicians or
his staff and an communicating with his Field Super-
visors on matters related to purchasing, budgeting and
special activities.

One of the Assistant Directors is responsible for
purchasing, construction of new facilities and
budgeting. The functions of the other two Assistant
Directors involved curriculum development and
teacher training.

Vocati on a 1. Indust rid. Education

Pl.c son t l:imrture

Vocational Indilsi.rial Education (V.I.E.) is compo:led of four -

grams each headed by a Director. The Subprograms within V:l.E. includc!..Nanpower

Devolopmeni. and Training, Dealth Occupations, crk facee!-mves, and Trades and

1 Isdusl:ries. The present YArenture of tat Sub,d7egrms is dr.scribed in the fell.c.:n?,

pa,2,1raphs.

TraJles cud Industries

This subprogram the largest in V.1. :F. is headed by a Dirctor, and is

divided into five units, each headed by a Coordinator. These are

. Regular Program

1 . Veterans Program

. Special Program

. Cooperative Program

. Curriculum and Teaching Materials Development

These units with the exception of the last one at:e. organiaLioually

oriented towards the individual segments of the student population which they

servo. Basically, student training for most skills, is offered through each of
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the first four units. The p.Irt which may change is the duration or schedule of

training, Course offerings in these four categories usually utilir.e the same

physical facilities. The Director of Trades and Industries has grouped secretarial

personnel into a pool seryin,;:. the administrative positions within the Program.

Manpower Development and Trainiru, (M.D.T.A.)

M.D.T.A. is headed by a Di rector with it staff consisting of an Assistant

Director, three General Supervisors, and other cierical and support personnel.

The present organizational structure within M.D.T.A. has not changed in

several years; however, no organixation chart: depicting the structure of the Sub- .

program and identifying the functiQns of the sepervisory team had Leen propared.

Health Occu-)ations

Diri.!cLoc of .tea.lth n:;sisted at: the c(.!ntrat level by

a !upervi!;Qr rcorn M.D.T.A., a urervHor frost Work 1.1:eutive tLogram,

a Supervisor 'oho is asied to school c,ccreditat LOU worlc.. There is a!!;o a

GeordinaLor for cour,,s AsFO.:4la:ILs and ;.1 Sup,:rv.i.::,or for a spec: is'.

project for trH.ning e Ii y1. Emoiuncy Technicians.

At the local level the l'irir.cLor sup,..es the teachers pr..,;onally or

U.Irou;.;h the !:'ci.onai Geueral SuperyHoL3 s!.,...vvin URI Trades and Tlidu::,Lries

Subpcogram. An exception to this is the Ponce Rgioa in which there is a RgionaL

Supervisor of Honith Occupation.

--- (T

Supervisory posi.tions at the central level consi.!:Led of that of

Director and A!;:sistant Director. The DirecLor, who was app,.;inted to his present:

posi Lion late in 1970, oversees the vocatioe.ti nspct.: at' W,f.N. The Assistant

Director coLentrates on the academic aspect of the Snhprogram.
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osent :--ructure

P mica." Lducation Program structuro at the central level has two

supervisory lositions 7_i. ther of which tr, presently filled. Direction oC the

Program is 1, ; earric..1 out on a part-time basis by the present Assistant

Director of 1st:ruction.

AsAyzing the replies to the position description questionnaire and

to the questions in our interview, we find that the position of Supervisor of

Technical. Courses supervises the positions oC Director of the. Technological

institutes of San Juan rind Ponce. These positions are the logical source for

filling the position OF Dircror, or the Tuchnicn.1 Education Progrm; however, .is

find that 1:11c. preent smart striwLitrt! has a lower :;alary range Fe.: the Program

Director than for the Diccctor of a technologi.cal sat:31:y condi-

tion pCd2;cait5 a major obstacle in staffing hey positions at that ccorral level.

Vecntional ,%.rici).1tore.

Present Structure
. .

AL the central program level, the sepor!Hory ;:;Laff cousLsts of a

Director, three Assistant Directors and Leo General Supervisors. Tho two Gonoral

Supervisors were appointd in January, 1971. There is also a Curriculum Technician

and three secretaries assigned to the central program staff.

At diis time, the Program Director spends approximately 45.Z of his time

in supervisory functions. He states that this hi too high rind wiJi attempt to

decrease this to 25Z or 30Z through more delega; ion to his Assistant Directors

and General ..ervisors.

Jun; ;ions of the Assistant Directors L,,(1 General Supervisors are de-

fined in ,:::enuri terms such as



. Coordination of Program for specialized schools

. Budget, equipment purchases, school facilities

. Future Farmers of America

. Teacher training and accelerated courses

. State-level coordination of adult phase of the
Program

4,
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The Program Director plans to further reinforce the central supervisory

staff and delegate supervision activities to his assistants so that he may con-

centrate on Program administration.

Home Economics Education

Present Structure

Both phases of the Program Homemaking Education, and Education for

Gainful Employment are administered by a central program staff consisting of a

Program Director, three Assistant Directors and two General Supervisors. There

are two Curriculum Technicians and four Fecreteries attached to this staff.

Supervision responsibilities are distributed among Assistant Directors

on the basis of student population served by the Program (i.e., youths out of

school, adults, youths in school, etc.). One of the Assistant Directors acts also

as the Commonwealth-level advisor of the Future Homemakers of America a student

organization.

The Director currently spends approximately 40% of her time in general

supervision of the Program with the remaining going 1:o planning, work assignment,

communication, and research.

Business Education
(Commercial Education)

Present Structure

The Business Education Program is administered by a Program Director

who is assisted by four. Assistant Directors and a General Supervisor. The
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Program also has two Curriculum Technicians and a secretary at the central level.

Two of the Assistant Directors and the Curriculum Technicians are occupying trans-

itory positions funded by federal government grants.

Distribution and Marketing Education

Present Structure

This is a growing program that has practically doubled the number of

teachers during the last year. It is administered by a Program Director and two

General Supervisors. The Program has also a Curriculum Technician and secretarial

support at central level.

As a result of this growth, functions and responsibilities need to be

clarified and distributed among the central supervisory group. The Program

Director and both Supervisors attempt to keep abreast of all Program developments

and to participate in all problem solving and decision making.

Vocational Guidance

Present Structure.

The Director is assisted in the suDervision of the Program at the

central level by three Assistant Directors. The central staff has also three

Curriculum Technicians and two Supervisors acting as Project Coordinators who

occupy transitory positions.

The Assistant Director's functions have been assigned on the basis of

the segment of the student: population served. Rasically, one Assistant Director

is responsible for guidance to unemployed youths in public housing projects,

another is responsible for guidance in vocational schools, and the third is

responsible for guidance at the elementary level and in rural areas. Other

functions performed by the Assistant Directors were defined in general terms.
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Neighborhood Youth Corps (N.Y.C.)

Present Structure

This is the only Program within the Area of Vocational and Technical

Education which is wholly supervised from the central. level. No Regional

Supervisors exist as in the case of other Programs. This Program covers the regular

and vocational student population.

N.Y.C. has a Director, an Assistant Director, and a General Supervisor

in a direct line relationship. Field operations are suuervi.sed through four

General Coordinators who are responsible for certain geographical areas of Puerto

Rico.

There are other oo.csonnel in a staff capaciry at the central level

With administrative, statistical, guidance and comoi:ntory cAueation

responsibilities.

Special Programs

Present Structure

This is a smal.J. administrative unit consisting of a Director and two

assistants. The Unit's function is to coordinate with regular voeational programs

and other agencies in the development of special educational project. s funded

through Pact D of the Vocational Amendments of 1968.

The responsibilities for development of projects for the disadvantaged

and the responsibilities for development of ,:ejects se-rving handicapped persons

are assigned to the assistant to the Director respectively. The Unit Director re-

tains responsibility for promotion, coordination of evaluation. making recommen-

dations to the Assistant Secretary on selection of project proposals and for

other examplary projects not falling within the above categories.
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Planning and Educational Development

This is a one-man unit charged with two main responsibilities:

. Assisting Program Directors in the development
of the Annual Plan and assembling the Plan.

. Evaluating progress of planned programs during
the Plan's effective year.

Planning activities in the present form have been carried out in the

Area of Vocational and Technical Education for approximately two years. The present

unit was created in mid-1970.

Assistant Director of Education

This position, has rcontiv boon filled and the incumbent continues to

perfor. the functions of her previous position due to the difficult of finding a

suitable replacemenL. This has resulted in the incumbont.being unable to take

over all duties and responsibilities of her now position,.

The position reports directly to the Assistant: Secretary and its

main function is to assist Program Directors in improving teaching methods and

effectiveness at all levels. The incumbent indicates, however, that the Program

Directors will continue to report to the Assistant Secretary in some matters.

Administration Unit

The Administration Unit reports to the Assistant Director for

Administration and performs the following functions:

. Preparation of annual budget for vocational
programs.

. Reporting of funds assigned to vocational prb-
grams, funds used, and encumbrances.

. Coordination of personnel appointments within
the Area of Vocational and Technical Education.
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The unit is staffed by a Supervisor, a Budget Technician, an Account-

ant, a Personnel. Clerk, and two secretaries.

At the present time each major unit function is assigned to a unit

employee. These functions have counterparts in the centralized units at depart-

ment level in the areas of personnel and finance, and in the budget office.

Construction, Supplios, and Maintenance

This Unit at the time of our review consisted of a supervisor and a

secretary. Recently another employee was added to work exclusively in the

functions of purchasing and supplies.

The Unit reports to the Assistant Director of Administration. Its

function is to coordinate the design and construction of Vocational facilities

(schools, classrooms, shops, etc.). with thtc deoartment level school planning

section and to screen and expedite equionenr purchases for the various vocational

progrnms.

The ineument allocates approximately 40% of his time to facilities

construction coordination, and another 40% to purchasing activities,

Assistant Director of Administration

The Assistant Director of Administration is responsible for adminis-

trative matters, personnel, budget, control of expenditures and purchases.

The position reports directly to the Assistant Secretary and, except

in th-_1 e :'.sc of eprating pol'icy, is a decision making point in the organiza-

tional structure. It serves as liaison between the Vocational. and Technical

Area and the Department Level Undersecretary for Administration.

In addition to the functions outlined previously, the Assistant

Director of Administration also substitutes for the Assistant Secretary during



her absence, and participates in the detailed evaluation of budget proposals

and annual plan proposals submitted by the Program Directors.

Research and Curriculum Development

This Unit, headed by a Director reporting directly to the Assistant

Secretary, has the functions of coordination of curriculum development within

the Area of Vocational and Technical Education, dissemination of research informa-

tion, educational research, compilation and analysis of educational statistics

(including follow-up of Vocational-Techaical Program Graduates), maintenance of

a research library and coordination of teacher training.

Promotion and interngancyRtioas

This is a small unit with cun.Ition of pr.moting the Vocaijon,A1 and

Technical Education Programs among to p.)tentiJti wrctgr the. com71nnitv,

and governm.ant agencies.

The unit: head po:lition is trpm,4iiory, as the budget proposal to create

a permanent one has bean repeatedly t:arned doTm.

Re,7ional Level

The organizational structure regional level indicates that General.

Supervisors of Vocational Programs report to Regional Drectors. General

Supervisors are following a dual reporting structure: administrative matters.: are

brought up to the Regional Director for ckcisions white technic:A matters are

usually brought up to central orogram administration for resolution. The General

Supervisors receive instructions and supervision from the Regional. Directors as

well as from the central program supervisory group.

Functions of the General Supervisors at regional level include a mix-

ture of administrative, clerical and superviaory tasl.:s. Supervisors perform a

variety of purchasing, personnel, accounting, and record keeping functions that
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frequently leave little tim- for visits to the teachers in the field, work

planning, problem solving and evaluation of the execution of the Programs.

Secretarial assistance in general is scarce and often Supervisors' reports wait

in queue for several days in order to be typed.

Although Vocational and Technical Education accounts for approximately

12% of the total budget for education, there is no single Focus of responsibility

for vocational activities at. the regional level. Responsibility for overall

supervision of Vocational Education rests with the Regional Director with the

recent exception of the San Juan Region who also has important responsibilities

for overall administration and direction of the entire educational activities

within his region.

We find that tho teacher to supe[visoc ratio usually approximates 50

to 1 and in some cases reaches as high as 70 to I. Supervisors cover about

thirteen school districts soma of which are tortca at a significant distance from

the Supervisor's Imse of operations. SubsLantial cmounts of time are lost in

traveling within the region to supervise the vocational and technical courses

in the different schools.

CONCLUSIONS PRESENT ORGANIZATION
AND REPORTING PELATIONSHIPS

Analysis of the current organixational structure and report in relation-

prnvinuly .eseribed are di!-3cu..3eed in the following paragraphs.

1. We understand that the position of Director of Instruction has only

recently been filled, and that this may account for the Program Director re-

sponses indicating that they report directly to the Assistant Secretary while

in the organization chart it shows that Lnoy report to the position of Director

of Instruction.
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With the new appointment: of the Director of Instruction, reporting to

this position by the Program Directors should he emphaized in order not to over-

burden the Assistant Secretary with Program problems and decisions which should

be resolved at a lower management level..

2. Unit Directors spend an excessive amount of their time in direct

supervision, curtailing time spent in other important activities such as planning,

promotion, and evaluation of Program performanre.

Unit Directors may lose sight of overall program objectives and fail to

provide effective leadership if they got involved in too great a detail in the

everyday operations of their administrative units.

3. To improve the executive succes:lion a fonJai plan to familiarize and

train replacements should bc instituted.

4. In analyzing the situations ezist_:ug in various programs with regard

to dual reporting relation,z.hips, overlap of Cenctions within a program, and

generalized identification tad assignment of Fillet:ions, We coonlude Hai: this has

been brought about by the need of well dc_,fued Program ocganization structures.

A list of funcrions rapidly becomes oLsolete WI!Orl not adjusted to re-

fl:?ct Program growth and operating characteristics. Assignment of these functions

to individuals has to be logical and well defined to he effective. These iadi-

vidual lists of functions or job descriptious cannot be developed on an isolated

bois as new nositions are added to an nrc,mili.4ation, instead, they should be

the result of en analysis of program objectives and the corro,Tonding activities

to carry these out. The organizational structure then evolves from the grouping

of these functions into logical patterns.

5. The existing load of administrative and supervisory work at Program
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Director level indicates that the systems and procedures used to process work

through the administrative units and the delegation of authority to subordinates

should be strengthened.

6. Program p-anning and budgeting are both related to a comprehensive

long-range plan based on Vocational and Technical. Education goals. In the present

structure, however, these two responsibiliLios are organizationally independent

of each other. The planning position is currently depicted as reporting to the

Director of Instruction while the budgeting position reports to the Director of

the Administration Unit.

As plans and budgets gr,y,i in size and comple7:ity, the need to closely

relate two fun,:tions 1,0(20 inure Although the present organi-

zational arrangement Ifac workc.d up to thi:7 rir:e. we believe that it will be in-

oreasine.ly difficult to maintain an effective relationship between the two

functions unless they are organHationally integrated.

7. Vacancies in key Positions in thy' Technical. Education, and Trades and

Industries Programs tend to restrict the development and accomplishment oE planned

activities.

8. Responsibility for the areas of budgeting, personnel and control of

funds is asigned to one unit under the Supervisor of administration. These im-

portant areas encompass a variety of functions which are not related directly and

have different work and supervisory requirements.

9. '['he Construction, Supplies and Maintenance Unit is well located from

an organizational structure point of view. believe that the decision to

augment the Unit's personnel was correct and should favorably affect the purchasing

process for the time being, however, as construction of vocational and technical

educational facilities is stepped up as planned, congestion in the unit is likely

to result again.
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The addition of more personnel to this Unit will only prove to be a

temporary relief from the present difficulties in purchasing, and a more

permanent solution is required.

10. After analyzing the various functions assigned to the information,

Research and Curriculum Development Unit, we conclude that the.scope of respon-

sibility of this unit is too wide.

We believe that a single organizational unit at this level cannot

function effectively while trying to simultaneously satisfy the requirements of

widely unrelated functions such as coordination of curriculum research and

development, statistics compilation and analysis, follow-up of vocational-

technical grad!letes and Leacher training. Each of thesu broad classifications

Of the Funcions which the unit is respousiYie for arc critical enough to warrant

individualized atLw,ILi_on.

The srlopo nnd mlgnitade of the Vocational and Technical Program re-

quires the c.stablislient of a perm:tient Intergoncy ).:21:ions 2i Promotion

Unit within the structure of A.V.T.E. This Unit should coordinate its efforts

The need forwith the Office oE tho Assistant Sc:etary of Commuvdtv Relations.

this coordinated effort is more evident in l.i ght of recent decisions by the

Secretary of Education to provide vocational training at n11 high schools in

Puerto Rico.

1.2 The tle 01 trul,4itovy 1.10,4tHnq qr a professional Level in several.

programs within the Area of Vocational and Technical. Education creates a problem

in Program continuity. PeLsonnel in transitory positinns will very likely leave

whun a regular position L available somewhere else. This turnover of profes-

sional personnel in addition to affecting continuity ldl 1.1 also increase adminis-

trative costs by increasing traicing expense and the Lime required to bring a

substitute Lo an acceptable levcl of expertise in the position.
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13. As mentioned earlier, dual reporting relationships are contrary to

the organizational concept of unity of command. The situation at the Regional

level in which General Supervisors respond to the Regional Director and also

the Program Directors has caused conflicts in the past and may result in con-

fusion and decreased operational effectiveness at a time when vocational

education is preparing to push forward with expanded programs and course

offerings.

14. The existing teacher to General Supervisor ratio is too large when

considered together with the administrative workload and distances to be traveled

within educational region. lhis ratio becomes more significant when we con-

sider the expension contoolplated to provide vocational course offerings in all

high schools.



III -- DEVELOPMENT OF THE ORGANIZATIONAL
STRUCTURE

OVERVIEW

In order to develop an organizational struct-_tire, we defined and

analyzed the basic functions of the Area of. Vocational and Technical. Education.

To this analysis we applied the basic principles of organizational structuring

and developed several alternatives which would fit the requirements of the A.V.T.E.

These alternatives were thoroughly reviewed and evaluated by the con-

sulting team, using the criteria specified in Chapter IT of this Report. The

recommended structure was the product of changes, refinements and inclusion of

the best features of the several alternatives which we considered.

CRITEMA FOR AN EFFECTIVE
ORGANIZATION

The following principles were emphasized in ale clevelopment of the

recommended organizational structure. Theso I-Hr-tt below os a sac

of questions. Does the structure:.

. Represent a logical grouping of functions?

. Eliminate duplication of effort?

. Contain 110.0:ibility For adding new functions?

. coordination of instructional. problem
:solution with business-related problem solution?

. Embody the ;31.)ility to respond to new management

techniques?

. Allow reasonable span of control?

. Get major problems to Lilo atLIntion of the
Assistant Secretary?

. Represent A practical framework for planning and
decision ma!.ing?
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Based upon the analysis of the current organizational framework and

the criteria formulated to evaluate alternative structures, recommendations

were developed which, when implemented, would result in a ne. upper-level

administrative organization at central and regional levels. The development of

these recommendations is outlined in Chapter IV of this Report. The recommended

structure is presented in graphic form on page IV-1.

BASIC FUNCTIONS OF THE VOCATIONAL. AND
TECHNICAL EDUCATION AREA

The basic functions of the Area of Vocational oud Technical Education

can be classified in seven groups:

1. Instruction

This (unction controls the instructicnal activil:ies of all Vocational

and Technical. Education Programs and special programs ;:hrough the individual

Program Directors.

2. Lx:imif7itr:Irion

This function controls the administrativ matters within the Area of

Vocational and Technical. Education.

3. Information Systems

This fooction administers and develop; reporting systems for control

of operations and controls the review, analysis. and improvements of existing

systems and prneedures.

4. Planning, Budgeting and Evaluation

This function controls the organization of all resources required for

the performance of area operations, and also evaluates the quality of the services

offered.

5. Vocational Research arid Curriculum Development

This function is responsible [or conducting vocational research studies

and coordinating the up-daring and deve!opment of curriculum programs.
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6. Professional Training

This function coordinates the professional training of the instruc-

tional and support personnel at all levels within the scope of Vocational and

Technical Education.

7. Interagency Relations and Promotion

This function includes all communications with the community, private

industry and other government agencies designed to promote and enhance the role

of Vocational and Technical. Education in the development of skilled workers in

the economy.
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IV - RECOMMENDATIONS ORGANIZATIONAL STRUCTURE

The following paragraphs contain a summary of the major recor,,c lations

relating to organizational structure at the central level of the Area )t.

Vocational and Technical Education. The recommended organization c1ia.1- _Llus-

tratod on the facing page.

ASSIGNMENT O1' BASIC FUNCTIONS AND

DESCRIPTION OP EXECUTTT: POSTTIONS

We believe that adoption of the recommended organizational

will serve to eliminate dual reporting relationships, provide for a :ahle

span of control, establish adequate decisin mLiRing lovels, and foci 1. exer-

cising the proper levol of supervision and dolcsation of authority.

The recommended organizational structure contemplates the fAS

asignmcInt of functions and responsibilities:

ORCANIZATTON

1. Assistnt Seer..tary of Vocptioual and Ter'nrical Education

The Assistant Sec.:rotary will uiva complete responsibility for the

direction of all activities in the Area of Vocational and Technical Education.

An Executive Office will assist the Assistant Socretary in the administraLon

of the area.

rthc3 .j1 011 rl nr I I Ido foriowing two positions:

. Executive Assistant

. Assistant for Programs

2 Head of EntoraN:Tcy Relp*7.us and Promotion

Coordjuates with the Public Relations Unit of the Department ,Ji7

Education to foster all communications within the A.V.T.E. and outside L. A.V.T.E.

with the community, private industry and other government: agencies.



The Read of Interagency Relations and Promotion will be responsible

for the following functions:

. Develops and supervises the Interagency Relations'
Program of the A.V.T.E. in close coordination with
the Public Relations Unit of the Department of
Education.

Reviews and evaluates the activities of Public
Relations' Representatives of the A.V.T.E. in meeting
objectives and performance standards.

Promotes, through special p::ograms and the mass media,
the activities and services provided by the A.V.T.E.

. Reports directly to the Assistant Secretary of
Vocational and Technical Education.

3. Assistant to the A,:sistant Secretary of Vocational
and Mc.hncal Education

Will act as Assistant Secretary in the Secretary's ibsence and will

have the authority and rest:onsibility for all operational matters within the

Area of Vocational and Technical. Education. The following positions will report

to the Asisi.ant. to the 2Y:sist:int Secretary.

. Director of instrnction

. Head of Administration

. Head of Planning, Budgeting and Evaluntlion

. Head of Information Systems

. Bead of Professional Training

. Rend of Vocational. Research and Curriculum Development

4. Director of Enst-ruction

The overall responsibility for operation and control of all Vocational

and Technical Education Programs will be assigned to the:Director of Instruction.

Two factors underline our recommendations for the establishment of

this position at this lovel: first, it would serve to strengthen the control of



the Vocational and Technical Education Programs; and second, it would serve to

limit the Assistant Secretary's and Assistant to the Assistant Secretary span

of control to seven positions.

The Director of Instruction will be responsible for the following

functions:

. Supervision of the operation of all programs in the
Area of Vocational and Technical Education.

. Supervision of the controls ,:stablishcd in the Vocational
and Technical Education Programs.

. Coordination of the functioning of all curriculum develop-
ment for each program.

. Evaluation of monthly nrogress reports prepared by each
Program Director.

5. Feud or Administration

Responsible for the execution and control of the administrative

matters within the Area of Vocational and Technical Education including coordi-

nnUon of purchrudn3, perf4onne1., office services, fund control, and cont;Lruction

of classroom, laboratory and shop facilities.

Thif3 position is mainLaired in the recommended organization structure

to provide an organ:izarinn established around major functions of the Area of

Vocational and Technical. Education and to limit: the span of control al: the

Assistant Secretary level.

Thu Unad of Mministration wiAL be responsible for the following

functions:

. Supervi!ins and prov:ich general directivus to the

following administrative unit:i: construction,

office services, purchases, porsonnel Jnd accounting.

. Responsible for the review of systems and procedures
for the administrative units.

. Responsible for all thc: activties and services pro-
vided by the adminitrativu units
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6. head of Information Systems

Responsible Cor the administration and development of Management

Information Systems required for control of operations and analysis and design

of systems and procedures.

The following administrative units will report to the Head of

Information Systems:

. Statistics

. Reports

. Systems and Procedures

The Head of Information Systems win be responsible for the following

functions a.iisted by his Unit: Administrators .nd Ree,i,:oal Coordinators for

Budgets and Statistics:

. Supervises all the administrative units under
and provides them with general directivos.

. Rez,ponsible for the review and development of a
system,, to gather stutistiaal iaforaton on :1 regu-

lar basis.

. Reponsible for all the activities and cervices pro-
vided by the admin tr,"ative units unW.:r

jurisdiction.

. Responsible for thn review. and development of the
vocational progrinils reporting fystem.

. Responsible for the C:ovelooment and review of all
systems and procedures fur the AV.Th.

7. Head of Plannini, Bude t in2 and 1:valuation

The Head of Planning, Budguing and Ivaluation -AlL be responsible for

development of long

progratl evaluation.

and short sear" formolation of operating budgets, and

He will be assihted in tln respoesihilities by his Unit.

Administrators for the planning, budgoting, and evaluation units, and also by

the Assistant Regional. Directors for. Vocational, and TechnicaL Education and the

Regional Coordinators for. Budgets and Statistics.
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The Head of Planning, Budgeting and Evaluation will be responsible for

the following functions:

. Supervises and provides general directives to the
following administrative units: budgeting, planning
and evaluation.

. Responsible for the preparation of the Five-year
Plan for the A.V.T.E.

Responsible for the coordination of the annual budget
for the A.V.T.E.

. Provides technical advice to Puogram Directors in the
areas of planning, budgeting and evaluation.

8. Head of Vocatioeal Research and Curriculum Development

Responsible for the administration and development of vocational re-

search to insure current techniques and methods for the Frogram and the eeordi-

nation and updating of curriculum development.

The Vocational Research and Currieulum Development units will report to

thn Hood of Vocational. Research and Curriculum Dovelopeent.

The Head of ais office will be responsible for the following functions

assited by his Unit Administrators and Curriculum C.00.-dinator

. Supervises ail the admin. istrative units under him and
provides them with general directives.

. Development of vocational research for the programs.

. Coordination and updating of curriculum programs.

. Pespousible Fwr .111. rho activities and services pro-
vided by the administrative units,

9. Head of Prefes.:ienol Traininc,

Responsible for the administration of pre-service, in-service and

continuing education and training programs for profesKional staff members at all

levels within Vocational, and Technical Education.



functions:

The Head of Professional Training will be assigned the following

. Supervises all the instructors of the training
programs.

. Supervises the development of teaching materials and
guides to be used in the training programs.

. Supervises the operation and evaluates the effective-
ness of the training programs.

. Responsible for all the activities and services pro-
vided by the training programs.

. Coordinates with the Director of instruction to
insure participation of nil personnel requiring
instruction.

AD'AINTSTRATFO'l

Overview

Although th scope of the Administrative Utility Analysis in terms of

detailed findings, conclusions and recomindations wa'; limited to the upper

echelon of the Area of Vo:ational and Technical Education, we had the opportunity

to observe during our review the charaeLeristics of the individual programs and

the functions of each member within the Program's adMinistrative structure.

The following recommenditions are general guidelines which we propose,

based on the findings and conclusions with regard to the internal management

structure and operating methods off the individual VocaLional-technical Programs.

These guidelines will provide a base for establishment of a Functional

organization structure for each Vocationaltechnical Program which in our judge-

ment is a prerequisite to the other steps which we consider essential to im-

proving the effectiveness of program adminitration.

Subsequent to the implementation of the proposed program organization

'cructures, the Area of Vocational artd Technical Education should endeavor to

develop:
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. A well defined executive succession plan to insure
program continuity in the event of promotion, trans-
fer, resignation, or other event causing a key position
within a program to become vacant.

. Revised work systems and procedures designed to encourage
work simplification at all levels and resulting in the
reduction of duplication of efforts and unnecessary
administrative procedures to enable key program personnel
to direct their time and efforts to more important program
issues.

Descriptive program-level organizational structures follow below. The

present and proposed organization charts are included in the page facing the

description of the Program.

P:P17(;TQTAr ArUS

recommnd Hlat the industrial Arts Dre3ram be organized in two in;ljor

functional areas reporting to the. Program Director. Each functional area sbuld

be placed under the ropon:=ibility of -1 Assi:,,tnat Program Director, an Assistant

Director of Cperatioe:i, and an Asistant Director of Administration. Thu cur-

riculum development and training function should be removed to those area level

units designitod in our cr.ntrai level org:.mization as responsible for those

functions.

The operations function within Industrial. Arts bhould be further divided

into two groupings of the educational regions. Each of these groupings would be

placed under a General. Supervisor. The educational regions could be grouped as

follows:

General Supervisor A Couerul Supervisor 13

San Juan Ponce

Arecibo Humacao

Mayaguez Caguas

The scope of our' review did nU,cm,,rthe. lower. echelon positions with-

in this program; howuver, the obs,cvations made in our visits to the regions and
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the interviews conducted at the central program level indicate that the present

ratio of teachers to Cenera1 Supervisors over 100 to 1 is too largo. We

believe that the number of the regional personnel should be increased by not less

than six supervisors and five teacher coordinators. The recommended distribution

of supervisors and teacher coordinators by region should be based on the number

of teachers in the region.

The Assistant Director of Administration should, be responsible for

the coordination of procUrement, personnel appointments and physical plant. It

should also include assistance to the Program Director in development of plans

and budgets and in reporting of operations.

We recogn1 4e that in the past there have bean significant probies in

the areas of purchasing and personnel and that the Industrial Arts Program has

been affected by these, However, considering the rcommended change of orgnniza-

Lional si:uucture at: the regional level, the strengthening of the purchasing and

personnel 'junctions at area level, and the projected increase of $82,000 in

budgeted eNpenditures for the next fiscal year, we believe that it is riot: nee-

(.:snary to augment the personnel af7;signed to this function at th is time.

Two secretaries should he assigned to this program:

. One for the Program Director

. One for the Assistant Directors

HAM OCCUPATIONS

At: this Lime, the Health Occupations Subprogram is a part of a larger

program of Voeutionml industrial. filication together with Trades and industries

(T. & I.), Manpower Development and Traiuimg (M.D.T.A.), and Work cncentives

(W.I.n.)
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In the next section of this chapter we recommend the separation of

T. & I., M.D.T.A. and W.I.N., from Health Occupations and the establishment of

a distinct program unit in which the three would fit.

Analyzing the present structure of Health Occupations in light of

current operating requirements and projected growth, we come to the conclusion

that some restructuring s necessary to strengthen the Program's functioning.

We recommend that Health Occupations he established as a separate pro-

grain with a epgram Director reporting directly to the Direct-or of Instruction.

The l'rogram 1i-rector in addition to planning and budgeting responsibilities as

well as the preparation or roportl-; of operations would have responsibility for

the coerdination of all procurement functions within the. Health Occupations

Program. Personnel appointments and school and shoo facilities would also be

under his responsibility.

The Asistnnt Oirectnr of C.ralions .o.tJ.d be assisted by a Supervisor

in chnrge of school accreditation, and a coor(iinator in ,....::rho' oF pharmacist's

assistants courses. He will coordiate and plan. operations of the Gr2.nera1.

Supeivisors.

Wt recommend that a staff of General Snpervisers be established to c.arry

out the actions generated by the Health Occupations Program. Initially, we be-

lieve that the Program sholid be represented by three General Supervisors, one

rut evety two ck:gious. Thetefore, LGLai of Lhtee permanent General Supervisors

positions should be recruited and assigned to this Program to provide effective

supervision of field operations. This Program should have two secretaries as-

signed to the Program Director and the Assistant Director of Operations.



PRESENT ORGANIZATION CHART

Vocational Industrial Education

'Program Director

Assistant
Director

I
M.D.T.A.

---.1

Assistant

Director

General
Supervisor

I

Director
Trades & Ind.

General
Supervisor

Director
W.I.N.

Assistant
Director

Reg. Programs
Coordinator

High Schoo ass

Prog. Coord Voc. School
[Mt. Dir.

.1,1

Spec. Programs

Coordinator

e e n

Prog.Supvrs
pecia
Center

(Supervisor
Trainine

EDUCATIONAL REGIONS AND SCHOOL DISTRICTS



PRESENT ORGANIZATION CHART

Vocational Industrial Education

'Program Director

1

Assistant
Dire for

[--

Director
W.I.N.

.1
Assistant
Director

ISpec. Programs
Coordinator

1

General
Supervisor

Director
HealthHe alth Occup.

1
'Industrial
Program Coord.

Genera
Supervisor

[urricu um 1ev.

Coordinator

e e n

Prog.Supvrs.
pecia
CenterEtog

Coop. Prog.
Supervisor

Supervisor
Drivinald

Curriculum
Technician

Gen. Supvr
aft-. Training

Supervisor
Training

)UCATIONAL REGIONS AND SCHOOL DISTRICTS



G.S.
Caguas (2).

ssiscan
Director

Regular Prog

* *

RECOMMENDED ORGANIZATION CHART

:ndustrial Educatio:

Program Direct,:.:'

Vocational Indus-,:rial

Education

Sub-program Director

T & I

7577Ttnt5
Special &
Coop. Prog.

Ass.Director

of Operations

rea super.
S.J. and
Caguas

Ind.Coor.

Area Superl
Ponce &
Humacao

1

1 _
1

G.S.
Ponce(3)

lInd.Coor.

Area Euper.
Mayaguez &
Arecibo

L

1114c.,C2)1 11914,.(3)
G.S. (3)
Arecibo

lInd.Coordi Ind.Coor. IInd . Coor 1



;LADED ORGANIZATICTI CHART

)nal Industrial Education

Program Direct_,

cational
Education

I

Ass.Director
Administra-

tion

er.
&

G.S. (

Arecibo
3d

Ind.Cour.

Sub-progran Director

WIN & MDTA

Ass. Director
Special
Programs*

Ass.Director

Operations

Area
Supervisor

G.S.
Arecibo

Area
Supervisor

G.S.
Humacao

G.S.
Ponce

--G77
Maya,

G.S.
Caguas

**General Supervisor



IV-10

VOCATIONAL INDUSTRIAL EDUCATION
"ides and Industries (T. & I.)
Nanpower Development and Training (M.D.T.A.)

Work Incentives (W.I.N.)

After examining the individual scope of T. & I., M.D,T.A. and W.I.N.

Subprograms and considering their present location within the organizational

structure, staffing at central level, projections for enrollment, number of

teachers for the next fiscal year and their interrelationships, we conclude the

following;

The subprograms should remain in the present

location in the organizational structure in

which they form part of Vocational Industrial

Education.

. relotice:;h.ips ire

si';_,,aificant and thir ru 1. I lo(!rion in an or-

coniv.ation :hould reflect: Chi.

We, therefore, recommend that a pro,gran unit be ostablihed in which

T. & I., M.D.T.A. and W.L.N. Sehprogram:., aro gzouped Loge th:r under one Ptogram

Director. The ntructure of the propocd progrdcl i ill.wtrted in the facinn

page.

rhe-rrocam Director will have two Se!)prow:xl. Direcnrf; and CO Assistant

Dirac_:tor reporting to him:

Subpronrum Di rector 6f T. & I.

Seblorogrilu Director of 12.r.I.N. and M.D.T.A.

Ansistant Director of Admi.nistration

The Subprogram Di',-ocLor of T. & 1. and the Subprogram Director of

and H.D.T.A. would have direct reponsibilicy J7or the operations of their

progrems. Their inputs, idas, plans aed recommodations .:hoeld be in:plemonted

through the Vocational. Industrial Educ;ILion Progratd Director and their respective

Assistant Directors of Operations.
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The Subprogram Director of Trades and Industries will have three

Assistant Directors as follows:

. Assistant Director of Regular Programs

. As'Astant Director of Special and Cooperative
Programs

. A!;sistant Director of Operations

The Assistant Director of Regular Programs would have staff responsi-

bility for the implementation of the approved plans atfecting the regular pro

raid of instruction in T.& I. Ha would initiate actions and recommendations

related to this program area ¶..hich would be implemonted through the Assistant

Director of Operations.

The Assitant Director of SFe.i and Cooncral: .VG t..rogras would have

r-.2sponibilitie:3 similar to those dc-scrii,e6 above for the Special and Cooperative

Progr:-...'s within T. L.

ihe Asi!,t;:nt Director of Operations is 1.-,onsihto for rhe

of T. & I. E., has a .eta! I' of three Area Supevisors who in turn worl,

through rho. enecal Supervisors attached to the educational re --,ioes. E.-Ich Area

Sindr-h;or be r sl:nnsible for two rigiou and diretly with the

Af;sistant Dircaors or Vocational Torhnical !ducat ion in affect-

ing T. & F.

Training aiLd curriculum davi2lopmnt activities should he removed 1-o

the. (Xntral Level uniLs reponsibie for chose functions.

!::! believe that strengthening of the organizational :3tr1.;crure at !:he

coui :rai prozram level. in this cass has to go hand-in-hand with stroogrhening the

supervisor:, eTfort at regionA lcvols. In our viltn i 0 Lite educnLional.

-/e obseTved the wotAlcad of the T. & I. supervisors and this further emphnsi%es

our recof,mendations r0.,7 incroosing the number of regional supervisors.
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The following is our recommended level of General Supervisors:

Proposed Present Increase

San Juan 4 2 2

Ponce 3 1 2

Mayaguez 3 1 2

Arecibo 3 1 2

Caguas 2 1 1

Humacao 2 i 1

Total 17 7 10

The staffing level of Industrial Coordinators should remain constant.

These levels take into consideration the establishment of a regional

level Administrative Unit .Znivh would o!)sorb a great part of Cm adminisLiation

nnl manonL currdnttc are being accol:olihd by the

;Ind hay,: t.11r:,c strot-.arics permItne0tly

,isned tn Snc.1

. ?.ocr(q]ary to rile I) rector oiT Operations

;;,2eret:iry to the AssisLant Directors oil' and

and C.,:rai..:iv(71 Pro; rs

;1112.progr;Im Dirc,tor for W.I.N. and will have twu Asistant

Directors as follows:

As.istant Dir,.2(:t0r of: Speial Programs

Ass istol; Dirctor of 0111.!raij.ons

The Assiston.t Dire.ctor of Sp.tciza Programs will he as:;isted by two

Area Supervisors. ThL.,- two Supervisors w.i h offices the central ororrsni level

will have responsibility for cooi-dinatien with the Regional. General. Supervisors

through the corresponding Assistont R,Tion:J Directors of Vocational and

Technical. Education.
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All field operations concerning M.D.T.A. and W.I.N. Subprograms will be

the responsibility of the Assistant Director of Operations. The Assistant Director

of Operations will direct the M.D.T.A. Subprogram and he will also implement the

recommendations of the Assistant Director for W.I.N.

We recommend that a staff of Regional. General Supervisors be establishd

to carry out the actions generated by the central programs group. Initially we

believe that the W.I.N. and M.D.T.A. Subprograms be represented by one General

Supervisor in each region with the e:,:coption of the San Juan Region which, due to

the concentration of courses should have two. Therefore, a total of seven General

Supervisors :ihonld be recruited and assigned to those Subprograms to provide

effective supervision of field operations.

The Assistant Director of AdminisLration will have responibility for

natters concerning pen=onnel, purchasing, facilities and for supportive cleric:J

and administrative servieus to the other mcihocs of the Coat ral Program Start.

He will atso Program Director in the development of plans and

fur the throe Subprogr:_,m:: and for the c-ntire program unit.

This program unit should retain !.t*(2taris to be assignod to the

Subprogram Director and the Assi:itnnt Directors.

TF(MICAL ED!TCATION
_ .

The position of Program Director 1:3 vacant; the Director of Tristrnetion

is nci:ing as Program Dirctor. Ideally, the candidate to fill this position

shmild have direct exprince as Director of a Thchnological Ens titute. We

recommend to upgrade thL- :.tnlary level of this nosition to mak.e it attractive

enough to be considered favorably by nn lust! Lute? Director.

The four-year plan calls for a sizenhLo increase of operations. The

number of tcaclhers is pLanned to hirrease from 'i1 to 86 teachers in l':;72, 93 in

1973 and L'.8 in 1974.
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The recommended organization chart takes into consideration the planned

increase in operations. Tentative recommended target dates should be adhered if

the planned increase materializes.

Recommended target dates are as follows:

Assistant Director of Administration 1971-72

Assistant Director of Operations 1972--73

This program should retain one secretary.

VOCATTONAF, AGRICULTNREEDUCATION

We recommend that the organizational structure of the Vocational

Azriculture iducation Program be modified to rcflet th.2 criteria set forth for

the ,...eelopment of the OroL;rz.:1-.1s organizational structure.

The Program Director should have the following three Assistant Directors

reporting directly to him:

N;siatant Director of :\dmihiai:ration

A3i.t;t7mit Dic(Itor of Fut:ern Fc.rmecs of America

. A:.1sistant Director of Operations

The Assistant Diref:Lor of Administration shoula be responsible for

coordination of euipmeut puss ::,0:; personnel and .:.chool cacilitioi;. !le should

be the Program Director's principal assist;uit in the dovo.lopmont of plans and

budgets and in the peparation of.: reports s.0 )iV.51t iou. r.qe believe that con--

:;id ring the proje.ctr.l level of proycrom oper:ttions for the coming fiscal year, it

will not b:, nocessa,:y Lo add ;idditiottol poitions to the admin-Ltrotive function

of the Pror:im.

The Assistant: Director or 0,,,,),rA:i,o,; will O'.' nee all tield opera-

tions (including the spoeialized !chooli,) of iho Program and closely follow up

the implementation of the approved plan. ht.! %i.11 hove four Gonetal Supervisors

to assi,;t. him to aceomplish theso Functiona.



]'RESENT ORGANIZATION CHART

Home Economics Education

Program Director

(3)

Secretaries (4)
........1.1 .....10

Assistant Director (3)

I

General Supervisor (2)
SC-1=101.4.2. are

1

Curriculum Technician (2)

1

1

1

Regional'. Level.

1

IS*1 1..
neral Supervisor General Supvr. General Supvr. Gen. Supvr. Gen. Supvr. Gen. Supvrs.

Humacao Mayaguez Ponce San JuanArecibo Caguas
*..............
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The Supervisors will be assigned as follows:

Adult Programs a staff advisory position. This
Supervisor will implement: his recommended actions
through the Assistant Director of Operations.

Specialized Schools - will be able to implement
actions directly.

. Region Grouping "A" - responsible for field opera-
tions in the San Juan and Arecibo Regions.

. Region Grouping "B" - responsible for field opera-
tions in the Ponce, Mayaguez and Caguas/Humacao
Regions.

The establishment of the administrative units at regional level and the

introduction of an Assistaet Regional Director of Vocational and Technical Education

in each region will enabie Lbn preont regional Supervi.:3ocs to work more effectively

and to spend le:' tine in administrative matters. For this rea:-aon , and since the

projected level of teachers for the ne:,:t Fiscal year is equal, to the current

no additional ue.inforeement is recommoaded in the number of Regional Supervisors for

th is Program.

Two senrotaries should be assined to this Program; one should be

assigned to the Pro3ram Dicectoc, the other to the Assistant Directors.

HME IcoNcmcs

The Hfl:IV: F.conomies Education Program should be restructured organiza-

tionally as Follows:

The Direetor of the program should have three Assistant Director:4 re-

porting to her; an Assistant Direetor WI' Administration, an Assistant Director of

Wage F.uraiugs oed Adult: lea' 'aking Programs, aid en Director of

Opo rut. ions .

The Assistant Director of Operations shoald be responsible for all opera-

tional aspects of the Program in the field. He should have two General Supervisors
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reporting to him: Each Supervisor will be responsible for three educational

regions - one should have responsibility for the San Juan, Mayaguez and Humacao

Regions and the other should be responsible for the Ponce, Arecibo and Caguas

Regions.

Tha current organization shows specialization of supervision at central

level (regular program, adult and "out-of-school" Program) ; how,:yer, the regional

organization does not follow L1 pattern as relatively low enrollment in the

special group courses does not justify independo.nt regional supervision. Ue be-

lieve that in order to better coordinate the control of operations, the super-

vision at central level fihonld be unified under the Assistant.Director of

Operations.

The Assistant Director of -iage Eacnings and Adult Home Making Pro,zrams

should provide teehnic:t1 assisLince to the Assi,,tant Director of OperLItion!, in

c,-)ntrol coures renelln these spocinl.

Iroups.

As,3istant Oirector of AJministrarion retains responsibility for

coocdin:ition of pucchain and 1,1.-.:,w0(21 ael:ivities as well as assisting the

Program Diceetor in p1:2oning and budgeting aetivitic:s and in preparing reports uf

oper:ations.

Training and cerric.ntum devolopment activities should be tcan:iferred to

;h.! )U).;Le wiLk und.!i:

ci!mended oriLion. Two of Lite C,ur sc..cetarie :fllould be trans f,rced to

the central sc!c:retarial pool. Th.2 rem.Aning secretaries, 0(10. should he as-

s.1.-r,ned to the f' rograu )i roctor and the othf!r the throe A;;;sistIon.1..

We recommend the reinforym.,nt c Regional. Cenerai Supervisocs

by increasing the present number by Al L :-.upervisors will be rofTonsiblo

for operatioos of the rLgular and the special programs conducted by Home. Economics



A
d
v
i
s
o
r
y

C
o
m
m
i
t
t
e
e

1

P
R
:
:
:
.
7
1
A
r
 
O
R
G
A
N
I
Z
A
T
I
O
N
 
C
H
A
R
T

B
u
s
i
n
e
s
s
 
E
d
u
c
a
t
i
o
n

D
i
r
e
c
t
o
r

G
e
n
e
r
a
l

S
u
p
e
r
v
i
s
o
r
l

I
C
u
r
r
i
c
u
l
u
m

I
C
u
r
r
i
c
u
l
u
m

T
e
c
h
n
i
c
i
a
n

r
T
e
c
h
n
i
c
i
a
n

E
d
u
c
a
t
i
o
n
a
l
i
o
n
s

A
r
e
c
i
b
o

1
 
R
.
S
.

2
 
R
.
C
.
/
S
.
P
.
?

3
 
R
.
C
.
/
C
.
P
.
I

1
R
.
S
.

2
 
R
.
C
.
/
S
.
P
.

3
 
R
.
C
.
/
C
.
P
.

-
1

C
a
g
u
a
s

H
u
m
a
c
a
o

f

#
2
 
R
.
C
.
/
S
.
P
.

I

3
 
R
.
C
.
/
C
.
P
.

1
 
R
.
S
.

f

2

L
3

C
O
D
E

R
.
S
.
 
=
 
R
e
g
i
o
n
a
l
 
S
u
p
e
r
v
i
s
o
r

R
.
C
.
/
S
.
P
.
 
=
 
R
e
g
i
o
n
a
l
 
C
o
o
r
d
i
n
a
t
o
r
/
S
p
e
c
i
a
l
 
P
r
o
g
r
a
m

R
.
C
.
/
C
.
P
.
 
=
 
R
e
g
i
o
n
a
l
 
C
o
o
r
d
i
n
a
t
o
r
/
C
o
o
p
e
r
a
t
i
v
e
 
P
r
o
g
r
a
m

!
A
s
s
i
s
t
a
n
t

D
i
r
e
c
t
o
r

M
a
y
a
g
u
e
z

R
.
S
.

R
.
C
.
/
S
.
P
.

R
.
C
.
/
C
.
.
7
.

P
o
n
c
e

R
.
q
.

R
.
C
.
/
S
.
P
.

R
.
C
.
/
C
.
P
.
.

A
s
s
i
s
t
a
n
t

D
i
r
e
c
t
o
r

a
n
 
J
u
a
n

1
 
R
.
S
.

2
 
R
,
C
.
/
S
.
P
.

3
 
R
.
C
.
/
C
.
P
.



----2..:"*".7;;`,"..).
,.,(, ;:; 0
'-',..,

'- ,-; :1 n co
"; ,', 0 H. t1
,-.) ,- (2),) t ; p-i I' 1 .1 .A.." ...,...o..

.". .,..D 0 ;A ':''' CO t0 cc:i; .7) n :::

L.; ,;-'-!.........--,........t....,

' C) ,;J ;D i r
:-)

11
-...) 1-,. C- ,:? , c, li b
r: :-.) :i ).... ,-. ! ,....
:. C.) 7'' Q3 ;; 7

''') .,7) '
1

. 0 it: l'',' '..

f i .) ;.1 i'-:; '0 .': i.. ft

I- .., .- .....:..,_!C., ,..

1

v."....

I LI.-

'1* (u),

Cl') 1 i iL r -r i
0 ;, i. :1
CI b )-' ;

if) Cl i
(C' .,,...,...,:r r r t"' ,......
r r .. 1 . 1 '-C 1--
,-.11 t

E.: (::77 2 i. H cr 1

!: 0 0
'T... 1
r i

ii

..., '-C
ci

'.1 :D
PC 0

CO ...:..
...,,, -, .../) ,.--..,.......,,,..,

cl.)
.....-,,..:......, -..4,i.

i , ; i - '.. q

;) Li 4

: : t i ;.: ..t

k 1

F e !2 ;;;

A 11

it

l . i1 '1'

..... ::
.:il (:l ., : ;1 C t !

. () j.-.7 1:: '7 r l
,1 1; c. r ..;

'Li
'....'l N i!

r': 0. 0 i 'C L tr i

: ,. i I ' '.: I.) :"..-3 '

t i C) 7:, P,
7,

.3 .': li :.t) .::-. ,
i I i. -, I- . : .` ".."'

: t 3 1-' C.: t i i' i.
VI, .t,.., :1 C3 "..3 t 4 ',:.- I:

k
1 I i , "

....-1 : ; ,, ) () .. d i. ;.: I. . s.
i

V/
i.

)
. ,

. 1.. C ; r r ':.:

.. . t
; ;:t ,_.

. .

c.) l-:, : t

t r.) ;,
, .

f...3 ,,

I91 1
: ' ' 1 t 0 C-3 '::3) , 0 '..:.

. r...! I .. ti 1 r.i f ; ] ;.

.,

i., 1,3 .) i, '''' '''' ''."`,1 .... 1,....,,,,,,....,:.
3-: .: :.; ,, F., t :,) r r c-1:: 0 0 c..- ./..).

' :i.-
; ii t.'

1
;:0 c f '.: , c ','; . I '

I. (.; );..1 ..

1,, ;, t . ;-

0 "

1. ' ; 3 n
I

I
f

7-)

CD

.

C) 0 4
I) .1 (1 Id

F r!..: 11)

17'. 0 H 1,1 0

0
t eD

:3 I; c.f .,
r- r : I -1-) A

; f) (-; il
IA U c
tf; T:1 ri 1to 1--)

1

5

. , .. , n,
) ) '
i

r c

C 1)
C.)

r r
0; 'C



IV-17

BUSINESS EDUCATION

The Business Education Program should reflect: the organizational phi-

losophy expressed in the organization structure recommended for the Programs at

the Central Level. Two major functions, each headed by an AsAi.stant Director,

should report directly to the Program Director: Operations and Administration.

The Assistant Director of Operations should be responsible for all

operational aspects of the Program in the field. To properly distribute this

workload, we recommend that four positions be created directly under him. These

positions would be manned by General. Supervisors as follows:

. Ceneral Supervisor of Special Programs

. General Supervisor of Cooncrative Programs

C,:,lieral Supervisor oE P.. anal Group "A", which
ar. the educational regions o San Juan,

Arecibo and sf:Ir.,:pez

Super-visor of I.-jonnl Group "B", which
hicinJes the ccational 17eg,ions nf Ponce,
1,!::cno and Cnas

All curriculm and teachin2, iAtnterials dcvolpment functions and tbe re-

lated positions should be trnsferred to Li;C: proposed contua1 level curriculum

group.

T!:(2 presr.ut confinration of regienal coordinators for special programs,

and of regional coordin:Itor!-; br cooperativo prcgrams one coordinator per re-

Oil - :Mould he m-.iptained. Ho-,...nver, the staff of kegional Caueral Supervioors

For Lho re;nlar program should he Jt--rein:,Lhoned by adding one General Supervisor

for each region.

The N:sistant Director of Administration should havtl responsibility for

purchasing, personnel and Ipic in addition to w;sisting the Program Direecor

in the areas or planning, budgeting and ration: lug of operations. After examining



PREENT OP,i;A:irXATION CHART

Distribotion and ,farl,cting Education

Program Director

Cc-L-R!r:it Supc!rvinn; (2)

ui. :.'octr..-11A (2)

Sly;f:viloc!; (( )

:\d 1 (1)

School. Pi:A:ricts
Coordip.aLon; For high

school., o; 1: :;ccondary
and :;pc!cinl projecLs (71.)
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the fiscal projections for, the next year, additional staff is not necessary [or

the Assistant Director of Administration to accomplish his functions effectively.

We believe that the majority of problems that came up in the past with regard to

purchases and appointments of personnel, will he resolved at the regional. levet

with the addition of the Assistant Regional Director of Administration and his

staff.

Two secretaries - assigned to the Program Director, and to the Assistant

Directors r, ;pectivilly -- should be permanently assigned to the Fro gram.

DISTRIBUTION AND MARKETING
EPtICAITC,IN

The.DisLHbution and YI:lcketing Ethication Program does not have a cipnrly

defined or;},aniational structure and assi.:7.nent of functions. l'eeommeinl that

in order to i1J:hiel'e a bettor degree of cy)crcxing effectiveness, the Program ::.11ould

he 1:-...,;tructurod orgauiationatly and functions should he clearly dtJined and

Lgued.

The Director of the Distrioution mid Mdrketing Education ProH'em should

have two p)sitions reportin j directly to him - an As!-:istant Director of

Administrntic,n and an A:-zistant Di rector of tip, rations. Considering the prosont.

ulr31.1ment in the Program, recomend that [lie positten .f :.ssit;tant DirecLor

oF Opf,rat;Ams should not hr, e5tabtished at: this time; however, we Jo include ir

in the propcd org;.mixation chart: heiieve that: iL will ho Iwf:cs:;;Iry when

Cue oroca L',...h:cvo.; a ioto.1 .mroLl! ,nt of nlycoximnt* 113,000 stn(knt!3.

A!4.3i.,,-;rt Director of Administrat ion will be re!lpouible for

coordination ()V personnc.1 nppointm:tnts, and fc- rhe Pco;v!i:a

Dir,xtor in m:i!tors Dqat.f.d to pro;:,c;!m plannin;;, budgeting 'nid preparation oE

1-:c2peas of ons Traluing and curricuLum development" Lunctions should he
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The Assistant Director of Or .ions will be responsible for all

:!:ter; related to field operations of the Program. Ho should have two Area

-1ervi!;ors reporting directly to him at central program level one responsible

the San Juan, Arecibo, and Mayaguez Regions, the second one re:-Tonsibte for

Yonce, Caguas, and Humacao Regions.

The present of :3taffing at regional level - seven Coordinators

: Crograms and six CeneraL Suprvi!-zors appear adequate whcql the pro-

:iim!s for program growth for the next fiscal year arc taken into considoration.

however, that an addit]onal position of Coordinator ! r Adult

be established when totaj oarolimnt for thin category redchos 9,000.

Tbis Progra,a :;hould col:in one !.ecrtary.

; r I. (17 I c

die strilctu-co c,,,,grm is product cri..1.4. He

ovolwd as nc...w progr:2 -re impier...-ied or

., a ;,,ocific rc-:iiH is a p.iodcf.

H ; 111am ;11;)11-1.(1 '

.ay rero..,mead tO reo',-gan i.z.o this iLro;:-.ram Lu e,: 11133

.:mr.rdod :4truP;-are !lazy:. for :1,c ccaLrai ''1 realise

..iloe!d he. the.

An As5 i,.--

.1 oil

r:,ctor co* ' nil she '.1 I.rti',H

: 9.1. r.-[41-20,P, ' d nat. en , "..)r..:".`4011i1U Tr:

roc., r L0111.;

2.. 0nerat I

An A.:;s.i.st:ani.. 1)1 sector of 0per.if.:it;a:i :.houlAt bLed Mb; f$11 opera-

A re!.3pon:; on al 1. thi. prw,,i.:111:-; Th Is 0 ./.at ion .1: 1 I I no
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the lack of specialization of the Regional General Supervisors. Reporting to

the Assistant Director of Operations there will be two Area Supervisors with

combined operational responsibilities over the vocational counselors for ele-

mental, rural areas and vocational schools.

3. Technical Unit

This unit will act as support or Service unit to the operational group.

IL will be responsible mainly for the preparation of guidance films Yyl class

materials.

At the regional Level, currently, a total of se,.Yen Regional. General.

Supervisors cover apprpximately 408 se conda v s chools and nine elemr2.ntary !-;chools.

We recommend to hire ldditional Regional Canoral Supervisors to bring the

supervision of those eounsotor,:. a more manageable ratio.

Feillw.,-11)

An A,,,H.Ri:ant- Dic.-.ctor far roltoJ-np should be rep(.n:.:ible Ia;: the ad-

mini,..:tr;iLlon of l'ru:ram. A ii .'t incled.?

a follo,..r-up E,tn:lv of ;;r::duatcf; .ach yea': for th::0 .../,)al:s al:ter ,,,radnation and

eve ';v five y,;trs' ffliould pr(!vi.-1,...: data (-,,I,trQd

to each c_..Hvi:.nt and !-ILt:Au.; and au c.voluation of the VocaLlo1

and T,:chnical Educ:.tHn Program.

This PL"(WjAM 511ould have tk.:0 p'.!rmanently zu..1!:lva to Lt

Yo that cnf.,. of LL the Di costar and the .)11,er to

the

COPPS

The ..j Yuth Gores 1;); unique chnra,.:teri:-:tie icherit

to thin kind at oliclvd to tH .ndents. rho main fe!,(Aion of Lhe !)rogram
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is to motivate and help retain the students in school through financial as:3istance,

in the form of job opportunities.

benefits derived from the services provided by this Program are

directed to the general student body rather than to the students enrolled in

Vocational-technical Education. The general nature of the Program implies the

need to revise its organizational location in the Area of Vocational and Technical

Education. After analyzing the present structure of Neighborhood Youth Corps

Program, its operational characteristics and the nature of the Program, we

recommend that Program be taken out of the Area of Vocational and Technical

Education. We sugg, Tocati -; the N,:ighborhood Youth Corps Progrnms with the

Scholqr:;hips Pronm of Lb.! Department of Education.

SPECI:J, OROGRMS

5;-,er:H1 prosrw.ls Unit ','11.1 roi:.:,ive additional work inputs as a re-

!;".11 t OF 011 of Cs_CY: .flry p ; '11:ed 1-111,)11

'UL' hcji,.!ve tliat in ocdyr to noto Chi:; addi.tionrd wor!:IA)acl and

to proid,:l 1,2v.-1 (.f (2!".cocivc:no!3.-; on :A0.itionat 1:000

should ha at 1:he Diuc,ctorl:; lovel .

tic rc!i:oendod thi_:; unit i!.; coml=;cd 01'

the i'01!fl,!ing pc)H.tions:

PH-Lor

L',111 Oiro.ctor l'rojoo[ for ladv:Int:acd

. 2, nr,r;iip. 0 recri,C .1: for .nd 1 capped

;V::;i.!,,n1.: Prml":11:1 DfrOCLi,f ut'1'5

RESFAI.:UH C:OWjNArr.:G UNIT

Thc.! funci: Coo arch Coordinating Nil (Information,
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This Unit renders a wide spectrum of important services to the other

organizational units within the Area of Vocational and Technical Education. The

unit now reports directly to the .1ssistant Secretary as a staff function.

We believe that the growing programs of Vocational-technical Education

will require an ever increasing level of the type of services rendered by this

unit. Each type of service will become more important and will have more demand

as the Area of Vocation:A and Technical Lduc;atica con Li nuos to expand. This in-

crease in demand and scope will make le :,lairr,..;emo P r Ll I (!se :;orvices inert ;ls-

iugly more lif.f:ieult Unless the ocganizLion it-.ructure for rendering thee

vices is equipped to handle future gre,:7th. For this reason, we recommend

[Ilk! s,21):Iriuil of sone 01 pi.e!;eni_ty within this unit into liqcucce

y:1':1,1,abilit..; point of

vi/. or!Toed unit:; !lie:J1d be ..ubjeet to rile soma criteria ,;et

(..:,velopmcnt or the (Lifitral :=tructuro. FoLlo,:in.,.; this

funccio,1:: the Ps:.,::earyh

Ceordinntio be d'i,:;ri_bul the 1,...eing officc:-; and 11P;W:urs of the

1:opo:.;ed err.,uHaLion.

Veiec:;1 ,'e4ear,:h le%-!iolment (ftfiCi!:

Renr(:h

Currcf:I.um

oci;rp:

ci);.;ro a .0 In r

Cf.)rd on 0

nfermati.on taria

or lOrrO riI S t

ci I catch 1111,-,r!nation

Pai:o.,.niance of a dPii.1rChl Is Inrary



Vocational Guidance Program:

. Follow-up of Vocational-technical Graduates.

The functions of Vocational Research and Curriculum Development were identified

with the Research Coordinating Unit which under the proposed organization is

referred to as Vocational. Reseat :h and Curriculum Development. We believe that

tilt functions of the proposed Curriculum Development Tni. t includes the actual

development of curriculum for any vocational-technical program requiring it. A

team of approximately 5purteen (14) Curriculum Technicians should be established

under the supervision of the Unit's Administrator. This team will act as in-

ternal eonsultzints to the respective programs and with the sporadic cooperation

of expert program porsooncl at central, ro;_;ionaL and local i_evel will be able

to 2ccomplish in a aore effective and directed way, the function.3 ;ind objectivcs

o the Cncricullim Tcehnicinns now attached to irrAdivull prounms.

The folLowin tobulation indicated the current distrihution of

i cis :.,mca:; individual pro::cm units:

Indws,tcial Acts

IF a'! and Industries
i.ow)1 :\;-f,riculture

Nconemic:.;

and Office

ducation
DisLcihutinn and

:-Iacketing

E.lucncioni ;tad Voca-
lional Hit dance

Hnit

14=

2

2

I.

rcolml.Aid the estaHiThment of the Curriculum Tochnician Leam with

the sx5e nuller of pc,siAilIns as ace: vxists nwong individual progra.m. However,

we l'clieve that !Turner studies should be made on the !.oteutial effici,ncy or

the curriculc,1 develop-.ent function to ascertain whether personnel savings can
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effected through improved utilization of a central curriculum development

staff. Further studies should be also conducted to determine the relationship

of the Curriculum Technician team at the central, level with the curriculum tech-

nicians at the regional level.

This recommendation is in linewith the general guidelines of the

office cf education as depicted in the organization structure of the Division of

Vocational and Technical Education, 13ureau or Adult, Vocational and Technical

Education which was effective on November 1, 1970. The trend shown by this or-

gani.zaLlOn structure indicates the formation Of technical core groups to service

the operating units.

Following is the ditril...ution of the prOent position

1:111; Unit ."1,:;ong the pcono.-.7e0. !1(1 pi-

Pc.sition Title eunction

Poition No. oC
Tr;ir,;!:nr to

Pe-1 di . T r. .\,-;t- . Oirc.s.,,:t:Gc Vrli L I Vo,c, ;.),,c,-.,c;!. Ct!rci. !'-',.:.

cl!Fri. Coui.d. I:. . Di -coi. i7or Trans. 1. Toe. R'..!-1-... & Cnrci.

FJ.1nc. Resch. 1. Training Coor,l. Trans. 1 L'coEe::f;inp:a rr;tiniip,.;

:./11.1C. P0:4211- I Stari.:;t:cs Cony. Fran. L iniolt.71tion Sy.-,..to:ii,i

Ednc. Pasch. E T -an..-i. 1 Voe. Ec.clh. ;:, Cncri, Dnv.

Ldnc. ilescii. I DIA:. P.esch. Proj. Tees; i 1. Voc. Roscb. .'_, Curc. 1),,o./.

Curti. Tcch. V Coord. DisnCv. Proj. Train; . 1 vec. Re,-;ch. & Cur I.. D04.

ev:::;L. Eden.

ilc!,earch'.:r Vacant i Voc. Guid.m..0

A!;..-si. l'.duc

Rese:Jrc. Tc;nr4. 9 Voc. :.'... & Cnrri, r,,v.

..\-..st_. Edo",.

f.".e a rch., r Ili :-;:ieni i wit i_oli Pe.:,. .1.
,)f. of',;: i i oi):.) 1. Trn

L;Jr.i.!.,t. Ii, Traps .
1
.1. ProCo:-.,i(,,c;I. Trojoin,4;

Statist. LIT Tiann. I.
;nr();:c..,.i..,! Trninin:f,

Soc. Pcrnonnot 2 Voc. l',,':;.-ii. ,., Curri, Dov.

Personnyl rio:otn:triu,!
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CENTRAL CLERICAL POOL

We recommend the formation of a centralized clerical, pool in the Office

Services Unit reporting to the Head of Administration.

The. Central Clerical Pool should be headed by a Supetvisor.

The basic functions of the central clerical pool are.:

1. Writing reports and other correspondence that cannot be handled by

the individual programs.

2. Providing temporary secretarial help worn a program's secretary is

absent.

3. Filling permanent vacancies within the A.V.T.E.

Policies and procedures would he established to the kind of

reporLs and other documents H1aL would be typed by the. CL:ntrol ail Pool.

Forts that can ,n by the secr(--:taries toe:ited t;le

not be to eb, Herti ool. It is importrnIt 111,.11: n Lon h: 1.-,pftmonted

to the proper and ell.ec fun,:tionin.,.4 of the oCfice,

The 0:Iice c:n also be :o '1 1.:o 1:110

P170;r;J:::z;. Pro;rom Director or A:zsi:.;tont Directo-f.- :S ab.;ent

a :;(!c-ce!:.ry from L1).-! m::nit: LI ji can :mbsiituLo hc.r.

The Central Clerical 1.'oo1 ;:houtd be w;ed as o riacement source for

vcanc1es within A.V.T.E.

The Ci,ltroi Clerical Pool, eon be a helpful tooi to pro.,;ram mano.ii,ement,

f 0.,dlinos can bo oasif,r ir a .;c:hodn10

to bo. pertu d by ti r pool is ted ned Foliowan. We also

L11,71L it C,..ntlr.,1. Clerical Pool is in oporation a fl,Jne'cie Tope

So Inc: II,: TypewriI..,r .:hou Id be mircha,,;od or rented. 1:1 rile NT/ST Proves

to ho to rhL: ijoricit rool, ainil.,r tvpck,:rit(!rs could he added at o later

do to
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The Central Clerical Pool office is a service function for the dif-

ferent Programs of A.V.T.E., and should consist of approximately 18 secretaries.

The secretaries should be drown from the individual program units according to

the schedule shown below:

Secretaries being transferred;

Current Transforred

indnstcial Arts 3 1

Trades and industries 10 7

Vocational Industrial Education 7 4

Technical Education 1

Vocational Agriculture 3 1

Home Economics Education 4 2

Bus,ness Education 3 1

DistribuLion and 'arikilting 2 1

Vocacionnl Guidance 3 1

Pcoscam8 2

38 18

1Pvc7vAL ovEpvrN

To i r.:1;) ...ovc Li! 6.1 , opc:r- i.ons of the voc,_c. L011 rThfr,211,.

sooecvisory l'.uate into nnd res,.uircs 1:o 1....01A

teac'ners, c.nd in Suoervisers are involved in sevel:at

busint,!Is manisy-;ut functenn :iAch as pc lag, ordering, purchasing, detivering,

chi.] in LoolH equipment, rpal:crials, nod supplie::i. Additional. Limo. is devoted

to oLivlu administ!:nLive dot in; ouch as ceports, planning, public relationzi, and

communicr)tiew-i. The administrative duties cited are a legitimate. function of

supervision. hire the bus:noss management duties affect the efficiency of the

supervisory Function. Furthermore, both the administrative and business wnage-

ment duimei.,., deny the supervisory staff theopportnnity to function effectively

in working with teashers to imp!-ove. the Vocational Program.

To a lesser degree, the aforementioned applies also to the supervisors

of the academic pro;;rams.
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-
Considering these facts, we directed our efforts to constructing a

regional organization structure which would allow the. regional supervisors to

readdress themselves to the basic purpose of supervision. This was accomplished

by providing at a regional level those support functions which we consider

essential to promote effective and efficient supervision.

ASS TGME::1: OF GAST C FUNCrioNs AND
DES CRIP'j ON OP rOSTTIONS

The following paragraphs describe our recommendations on the regional

organization structure. The recolomonded regional organization chart is illus-

trated on the facing page.

Dire:-.tor

he Rogionnl r7rector ls re.Tonsihic for ti ic' nd,,:linistration,

,i limp? HLation and 0 of n is

o_

:

Isor of Voca:j_cnal and

Acadc!::::c iiucatiou

As:-.;isl.;.,n17 Director 1)1 Admini!-;trdtion

AssisLin!. P.egional Director cJ Comp.moiLy Relations

and Pr,..:1-Ao::ion

The 2,:sgional Dir,_,ctor's responsibilities will. include the following:

Adminisi:vaion of th Rep,ional Office

Provido ;:he nece:,o,nyy resourco:', for the developlilout

and implomentation of educational progroms

Review ;Ild evaluate the cducaLienal needs of the
Region

Develop tiw poJiminary budgts for the P.egion

. Provide go i dunce and participnto actively in the
formulation of long and short-range educational.
plans



Report: progress achieved against objectives to the
Department: level.

Provide the initiative for changes in the Vocational
Education Curriculum.

. Research and develop possible changes in curriculum
for those academie programs Hr which those activities
have been delegated to Ch,. Region.

. Coordinate information and promotion orina:-4 with the
Public Relations Office at Dcpartment and with
the .E.H;:e:c.1geocy Relations and Promotion Head at the
A. V . E level .

. Recorlmend type. and frequency of professional
training programs.

Et/aluate performance IF those reporl:'ng Lo the Re:.;ional

. t ;7,1. ri ;* \' ic a

uill r.or the !..linHLr7

r,ri

Lo !jiy2c.ror.

it a. to Ii '' 1.1. Po,jundl nnd

i F. C. i. n.11 to ra

This Assi.si:.nt P.egional Dir.......ctor will have the r.ollowieg reaction.

.7.
1
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cooLrl of an

1:11H Ii:

./

Sapervision oF all Lho Enl;urvsoct: and Indu:4cry

CooidHatoce of Ednc;.:Lion in Fl i Re?,ion.

Coordiou with P)0C;IM DirCrOrS FOC 1; Ut implementation

of the prcit.y,rams.

Coordintion of the effective inter-administrp_tive unit
Eunctioning.

3 . ,ii.:; ;e;1 i.ouai. 01 a f L o r of i\;12mi n is t ti on

The Assistant Regional Director cC Administr,ft;on will be responsible

for admini.;trative matters at regi.onal level such as personnel, purchases,
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budget, statistics, supplies, maintenance of facilities and equipment and office

services. He will report directly to the Regional Director.

The Assistant Regional. Director of Administration will have the

Following principal duties:

Direct and expedite processing of personnel matters
such as appointments, vacancies, absences, transfers,
reassi'gnments, certifications, scholarships, etc.

r:oordinate and recommend rental of facilities, ex-
pa.l.n and remodeling of facilities and construcf-ir,)

of IP schools.

SupervHe ooym:?nt of rents, ourcha:es of eiuipment
and proeesing of bids on supply contrac'.s.

1-,; : -f:iii7,!oH.Tn of office

e'rviccs,

1 ,.!" co- Ci.. I go t for rnc- R. I Oil IS
in (Jo. 0 ('.0 ri. lOt 100

thc. Dtrvccor for ..:Gcattoiial and

TecHnicol 1CLIWAL1.011.

1.1 ov.';.- 01.-t o l.ol. i to ridi 1 n L LOLL 11;1

t L ics tin I.

, ourchoos, maintcnaeoe nod contractu.11 services
Unit

. Office setvices rind Personnel Unit

_Lord n i et and " rcmo L ion

Tho Coordinator of Community Rciations and 'Promotion. will report

directly to Lim e Director. Pis basic Function will be to assist the

Regi000l Diroctor in I m;.ILLez's pertaining to the Dopartmentls relations nod

ccolmunicatiorn-; with Ro.gion's community.

The Coordivaror of Community rptaLio:is and Promecion have the

following icHponsibilities:

n
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. Promotes, through special programs and the mass
media, the activities and services provided by the
kogion's programs.

. Coordinates the publishing of all periodic publica-
tions at the regional level.

. Coordinates the release of educational information
throughout the Region.

. RovioT,:s and ov :ages 0 co:f:mui) tv relations
of t - Regic

5. kevional Cneral

The scope of our rovi. as l.i ,i Led to r.1. upper echelon admi istrati

as the Yi,catic,!11' Tech:' i c:11. n Pro;,3rnm. Accor

.,-.)verngo

..-Eu7)ecv.i.3(Jd

a oF ',:chc.ols or distrias hich can be covered eVictivolv.

1101::over, G!ir ).s a.:n1 :ia1 as

ov-Jrail Lo .--:t;porviscrY

Ny !..:!'.:1 of: ;tit A.sz.ii,tent

Vm.fatio:)al F.dttc.1Lfc.,n,

s. F.n) CI

the prcpei. of

TRANnT!Y POSITIS

A .Start tou;.1rJc.,

:ional Director of

that l'urther f.;tudi.2:3 be conducted co asc.!cr.ain

L,...cri.roric.:3, and supervisol:s.

TI)o i pi r,:onci:. 1 h, 1. or 1-

provid a cony, -fti Qot shori.-Lerm meance to augm,..Int. a Unit.' man-

power order to mcot incread reponsibilities and ,:;orkload. However, due to

the lac; of continuity, additic.nal trainini; time and e!,.punse, and high turnover

which are inherent in tills method, we believe that s use should not be ey,tonsive.
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We recommend that, for personnel requirements that are identified as

continuing, the positions be classified and proposed in the budget as permanent

from its inception.

We IE:cle-ct:and tho.;_ in the past this has . een a difficult and many times

unsuccessful process; however, we believe that tinder a functiom;Illy-defined

:;tructurL! suc_ as that which is prop-.:-d in no preceding sections,

.he Thstific.iIi:.m of blidei :::'(;uirc,ient. for ad'Htio.ii permanent positions will

Ne mueh more LIcLual her

'[lo 0.1:Fors a rani of educational srvic':.,s and technical

training ;:oncses La a I: lent: iwletian tb liffeorent ages, eOucational and

1.):Iercunds. These siT:rvHc:4 ard Cal hag ace offered throt)..).h a number of

nrclims sopervied hy ibe Reionai Superviocs asi.ned to the educationa1 Re:;,jons.

t that ;Ind iLar

the prof.;r:;,.,:is and tLe chers suati-eced sevural hundred schools ..,.iL-. the

Tho .u.c)ervision of the diaer....-.nt pC iS ofCeryd

ecic:s !llupoLvisors a yarieLv Cat ':;ki.11:3 and buckrounds. rosult is a

continuous and inereasing need for General Supervisors at the regional leve1 .

advantaes of the current approach are twofold:

1 .C.'LLbIC C!.2. n:ith hay," en L;'o-depth knciw-

lodge of fa: Program.

2. Satisfit.,.s the im;,:odHre needs or the Program.

The disadvantnes are the following:

1. Thi number of Supervisors requirements increases by six every tine
that a new program is boing Luiplemented.
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2. The time of the Supervisors is not maximized. A large percentage
of his tithe is traveling time that could be maximized by increasing the number
of teachers visited per schools.

We are, therefore, recommending to set up a training program for General

Supervisors to enable them to supervise similar programs within their Regions.

This training program could be organized by the Office of Professional Training

recommended in the proposed organization structure.

ctain 1- i:ions in a train,0::,, program of this nature.

Therefore, it should be carefully planned and preceded by a study of the types

of programs that could be effectively supervised by one Supervisor.
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V PLANNnG AND BUDCETTNO

The effective utilization of the resources of the Area of Vocational

and Technical Education depends to a large degree on the quality of the plan-

ning and budgeting procedures used in the allocation of its human, financial

and physical resources. This section of the report includes a description of

Litt, current planning and budgeting efforts, an evaluation o L those efforts and

recommendations for improvement.

DJ:SCRTPT {ON OF FTANN [NC

Currcut t.ffoi'ts r're 'coing conducted by 1...11Q Planning and

Fducatiocal i'vetol, in a unit crgnn-i.,..od in 1268 to consolidate the

v:.tonal ,-Hucation.

plaonin;.: alCorts conductr.A by tha

1. PI,crt.) Rico C!an Co!: Yt:.it i.onal and Techoical the

1963. Oils Plan, issued in June, 1.070,

is divided in LlIco

. AdminLocrative Provisions

11 i? .1 iii

Year 1.971

2. lhc: next cc:sr. planning effort is a Per-yecr Plan for

aed E1nc:.1.Lion, 1972-75. This Plaa had rut heeit releasad

as oC the d,,+.to or t,:viting Lhi Rcport.

(b) .nuotary P.i;uiii Li

fEc m.)st impora: planning effort carried out oil a regular basis

is the preparation of. the Annual Plan. A description of the procedures
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involved in the preparation of the annual budget and an evaluation of these

procedures arc presented in subsequent paragraphs of this section.

EVALUATION OF PLANNING

The planning efforts of the A.V.T.E. 'ere analyzed in terms of the

following criteria:

1. Comprehensive nature of the planning effort

2. Relationship of plans to goals and objectives

3; Systematic approach: evaluation of results against objectives

4. Adequacy of the in f oriftat i on available upon which plans may be

based.

5. Freqn..,acv of the nlno cc-2vision

6. Plonaing procedurc!s

(a) rel,.on;;

Cenop Lye p lanai consi de rF; t he 1.10Ca fr n 0 r. a I

10. 1:0 A .T , n r:, on rely,' II ing among the_ van ens ;10511.11i

tnii.ts [pi a ec! rtoia hc 51.0115 and the al loca Cf resources

after the ,-istablishment of A.V.T.E. prLor4es.

The L:::tahlislicd practices for obtaining federal funds do not 1,_5at.: to

a full alt-iaclusive [donning. i1i planning effort is geared to pioc;rnms and

1 f0130,-;,1,Ls P ar a t ion This is due to the federal fund ing proce5n; of Illos

j) ro;i::imn that require the preparation of proposals for programs and subprogran,:.

Eoh program tend,-; to bc!come an independent unit from a larintap point of

Since earccat planning is dono on a program basis unde r current Conditionc; of

personnel shortagu end time pl.-e',-,sorei3, there is little opportunity For

analysis of program coordination.



Currently, the planning unit has to work under conditions that are

not conducive to a comprehensive planning effort, The it formation received

12:ern Program Directors is not complete; the large volume of planning output

required and H_le pressure of meeting deadlines is further aggravateu ith the

additional. duties of preparing progress reports for different program. We

recommend to strengthen this unit: to improve the all-inclusive planning at

central icvel and obtain an overall coordination of all programs in order to

establish a list of program priorities within the AV.T.E.

(h) Relationship of Plans to
Coal.: and Ob ic c Lives

Daring tort cour!.:e of 1:1)...1 stody, e.;...amined different program plans

procared by the'A.V.T..7,. The ov,::call statement of goals and objectives was

vor, ih, ,Th..tification of thona objectives .11-; a basis for resource

alloeatien be .;La r.%thened.

Oor that.: c, rtain Progra Directors had d,_!vel-

o-cd plans irc,ct!y related to the objectives. in other

ina;-ances, u(i reta:-'.oa.-bi,) of ,toscrib,.d to overall pro ram

objectives could be strenthenod.

The plonnircg and budge Lig function at: Program Director level

should be 1:(2of;..;ac,ized. The Pogion;A tipervisor should have greater participa-

1:*.7n in th,-,2 ht!,J.g:.,tihr; p:,c.:!ns. the =112 timc they shnuld

rc.'.cei're specific insv.ructions on rho t:ipe of .icjormation, the degree of detail

required and the presentation format elf that data.

In eaDther Seel:ion we are explainiag our un derstanding of what

should be Nil integrntei pianuing and bodgeting effort. We are indicating at

this ,,oint that it is ditficult to acenmplish objectives if the different

activities involved do not carry target dates. The interaction of the several



organizational units cannot be properly organized unless there are specific

target: dates and the management of oach administrative unit: works towards those

dates.

The A.V.T.E. gems and objectives arc defined in broad terms such as

"provide opportunity. of technical and vo,:ational education to secondary level

students" or "increase tivl occupational competence of employed adults" that can-

not be quantilicd in terms of progress or growth. The objectives e' these

programs involve the acquiring of skills or changing of attirndes that are dif-

ficult to measure to determine the Program's results. Difficult as they arc,

the 1.initation of the f;ancial and i-wman resources the necessity

oC 1.UCLI che tr:cPe of ore;:rJm and tLe ,eograohical nrc's lere tlicLL

bekeJ7its could he requires the adopt.iou for A.V.T.E. of a more

Fre=li?.ed pros menuremr.'nc and evaluation t:--,c!-iirtue.

Curri,ptly, thee requireluis need further intcraLion into the malment tO:

-.' _ .

The ph:1,171g ei:Yort.s include the preparation of Lite Your--

yet;: !?ten Anunal Plan.

Ihe approach tO pieparation is somehow systematic. Each Program

Direc.to!. prupies hmk,,Ji.: and submits it to the Planning and Educational.

cii: Unit. This Unit p;-vi des a 'ride rane of as:.:iscance. to LI:, Program

Directyi-s, and in some in,r;illos, this ast.tistance amoaets to tle preparation

of thy budget.

To imlm:o,w the planning fum:tions and to better :2vainate the tesuLts

of a One-year Plaq against objectives, there is a need to state objectives wore

cleariy wit L ch cart he me as wad wi thin me pe ci od
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(d) Availability of Management
Information

Planning decisions should be based on adequate information. This

means that the information must be available in a format ready for analysis and

decision making. A.V.T.E. is continuOusly experiencing a lack of information

feedback from the educational regions. The lack of statistical informntlon on

the courses being given and on the regional needs hinders the planning process

at central

Our study lends us to the conclusion that the information available

for formal plannin should be improved in terms of accuracy and timeliness.

(e) 1ric...lic Plan Nov
. -

i on

Th..: 'lour-year Plnn is not -,-ovised or adjusted annually. Since this

a bads for the prparation of the Anilual Plan, disccepanos

occur dry Li) elln,-40. in :,rog1%,:-., p.ot: iorcras ted .1.n 010. Vour-year

L'1;.,..1. The. ; of (1 2.1 ;(1. be ird) ur.1,2..nro(i on elf

i .4 .

i.;;; P o d t ro:;

r y an..1 Vouat iotta t i)cve i,optaent Unit Ln charge

o p i fu rt.;.; . MI it di r ibuilr...!-; to each ro,,,,rain Director

vo lime Annun an. in ad or the unit: then assists sumo

ram T"). ..:. r!-; :ind p i. (7.11. p ro:-; the Plan 1' or others. WI? b0.1 OVt2

Progu.itl ho !jven some spocific ;.uidclines :H orien

tation on rho pr,Ta cut i.on Annii:1 l P.T.110.; , actual. prepar.st ion or.

ti o hLin ho the of the Pcogram Director. The Planniui,.

Pin 1: vdpAuld [hol cnovdi.nnt,. and consolidate those plus and 'make an overatt

ov:11.1rLLion or ri.;;n:Ircns awl pioriLios
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VI BUDGETING PROCEDURES

The preparation of the budget for the Area of Vocational and Tochnica1

Education consists or the fo1lowLiu two eltIments:

. Federal Budget

. Commonwealth Budget

FEDERAL BUDGET

The preparation of the Federal budget for the next fiscal. year usually

begins in January or Fc:bruary of t1n current fiscal year. The procedure is co-

or0f1t '.1y the 121.!:ni.M:t ead 1:,1u;:tina1 Ddvelopt Unit. This UKt

util5 to LI,! ocolim.inary da1:a 1Dn'7,ed on the )'.L\-'veer P1.3n. Thc!

budget cif the diFieret programs is then conolidated and reviewed by the

A:;!:=1,:tont of' and 11ra.1.1y -31.11D.mEttud to 1,11;1-iiwon berore

Juoo 30 of t1.11(! y.7!ar,

111U(.11:T

TU: proparaLiun of t.l i udet: require:3 a longer ..uad Ha. For

th for thu 19/2-13 yin h bait td to Lhe.

lcureta.ry mid the Oclice of :Inna.;;cment: and Bud:;cL ho ho

:01)C1 1), 1971. 'Cho P..r.dut preparaLion around Nlcub, 1971.

Lw,LrAY:i(v, )..' BUDGET

(a) R.iTon:iibiliTy for

The head of the Bud.mt Unit reports to the Assistant: Directer of:

Administratic,n. Thi.; Can. provi.&s to(!hnjcal assistance to the Program

rectors who are respowiihIll For the preparation of the budgets. II,!, UnLt is
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also resn For the overall coordination of the final budget for the Arca

of Vocat: .d Technical Education . The Unit is assisted by the .N.;sis taut

Director of Administration Other top personnel review and make ad jos talents

to the final budget. We recommend that the re :1-)onsib.ility and the roles played

by the various parties in the preparation of the budget be more clearly s Lated.

(b) D,ILermination of Needs

Fn most instances, budget requests r,riginate ffrom Program Directors

.1.oc?,.Led at the cent ral admi nis I:ration level . Generally , input is not rucei ved

Lcom the Re;-'i on a 1.General Supervi so rs 1.The re the progrc.ms art, conducted .

C.;;LaHl, of no 1.,osi.L of ..\,.=sis tent Director of

Vorat Lona aud clui 1 Educaticu at th:., re!;; °nal level more particution

ii. ei.t the Con,. Lll 11pO. rV.LsOCs L 1 1. be ob t .

!.!cd ! ye a I-

1-21',::.:onLittj,in ow.;

):1\iI. mill for Gin 3c(7.umuirl1 ou of orTonJihiro LoLats

Lv other grinpin:±.,. Thur.!. is :C.1.:-to inI:orttziljon on r.hl'

n:,lount or 0 pcimc and :u 00 yo.nus' revonuos ;Ind o.......r,,ndiLures.

the i.un.h.h or Ii Lot ft or other

1 1 o a t o r Lite n u : ! ! 1 , , , r . up no d huch,,,c.!ti n- pus i 5.,11:: for e ncy

Lnt.:oulit.

(.1)

in fod.-ral. aid pro:rum 01011 tori tn b ri.ii no' L the

oe.d for tho annual. ovoraLing ohnnos aro not

H noted Lo Ole . budget_ We reeoimr.end o no 1: up a sys temn if: relfiew proecs6

through whi cit each rose rve zuul ture item in the bud,..et is aria I.y:,cd rind

adjusted to al*nowled;w chunos.
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RECOMFNDEn I MPROVEMENTS

planning and budge Ling functions are closely related activi. tier; .

The A. V.'[ X.. should develop an integrated planning and budgeting system based

upon clearly stated goals and o b j e c t i v e s that: should provide the following:

identification of vocational education needs

A nultiy 2ar financial plan

volopment of a proram !s L ructure to satisfy
the planned needs .

. Development of a hierarchy of programs

Development of roc.,. asurz3bla act ivi ties within

onch p r a .

All oc i en of 11 tire resou rcels vai.ih.ft to the

A. V . , E . rs, onnel rio.n ci. , Fici etc . ) .

. C ordination or the integral:len beit.2oen di 'Lio . coat
o or t ageira car g

p (.);'; arils .

1 Thd c) F. a sysi:eii th these cri. ria 5-::p coy& LILO. (Au.'

ILa:rcI1- I ) I: t).71) I .1 CP C.) dr: s !pi!. procer.,!.:.; For the

IS . The t.e.m 1.1.:

1 t;:u A. V A' . ''p.-:!.rations in terra:s oF ob

I.:;1.f '11)e cos L or hus net i.vi Lies pe rim/h.;

Re into ni Lvi ti e aid their co!-,.1..!-: to the 'mit:pulls

!Thoeiric (11.11:aeteri!itics or the ml grated planwinp, and budgting

!;ystcm or discm.,!L;ed iu Appendix A.



1

VI. E- 1.

VII - SYSTEMS AND PROCEDURES

Cuir review of the organization structure shows certain systems and

procedures that could be improved to increase the administrative efficiency of

the A.V.T.E. This section of the report is devoted to recommendations for

systems and procedures improvement.

STATISTICAL SERVICES
.....

The A.V.T.E. statistical requirements are heavy and varied. Two

internal units in tine request statistical information. The Planning

and ;-.:.ucnLionnt Devetopent [nit receives data from School Suo,.-,rintendents

and rse3ional Directors. This data is dnpticatod to a large c,%tent in the

reprts !.rit. to rhe Re.:-,earch :3nd Curriculum Development Unit (R.C. Unit) by the

Pror:Im Directors. lhis is basically 1.-.11 ,ininn information re,::orked in different

form!:;.

ihe nnd a:io1. Pe,:otopment Unit uses the information re-

ce ve1 the p on 0 r. h Four- yen Plan and the prof;je re pOr . The

Research ;old I um. De.: .ment Un noes thr= iii Cormation 11 the

rk.TC.-1H1.1"Q; ircni7,111_13 of; thin U.S. flep;irIinnt of i:thic;n: ion. Program Di recto in;

indicated that the a(.1mini.strati burdn of the regions is duplicated by submit:-

Ling [Ain roe datn on differc.:(it. rOrMS. Soi.2e Program Directors int1icated

the stati-,tical infomaL:ion 1p-coduced by the R. C. JUnit is not: readily usable

by the Pro,,. ram Dirc!ccors.

The problem has been arr,ravnrod lately by new U.S. regional report ins.;

ruquiromcuLs. The A.V.T.E. ho.loo,g!-; now Lu the I:ast.orn District Region with

different. %;Lati;;Lical. requir,.ftlents.

We recommend Oat: a wview of the overall statistical and reporting

requiremenLJ be :a.cri1 out. A ha.:ie att-inclusive input Corm should be
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prepared and this information processed through a computer to generate all the

different reports required internally by the A.V.T.E. and the U.S. Department of

Education.

P U RCH AS ES

_Fig
Current purchases procedures do not satisfy the A.V.T.E. needs. The

A.V.T.E. works in a dynamic anvi ronment where the lead time between the request

for t raining needs for a new factory and setting up of a training course could

be loss Lb in four months . Wi thin that time the A.V.T.E. has to prepare a p ro

posal, do.vdep the teacilers, obtain

c -cour and ao :rip lie at. facilities . Current purch procedu e s Lake too mu a

time bc:Lwcoll the requisition and reception of th;:,.. purchase.

Tie purching mart i.o1 ()F. the A.V.T.E. has been taken over by the

flcparLreut at. r.ducat ion th e Purchase D:-2p;.1r1.:monL , hams eq s en Li :Illy a

ic! ordeL procLog activity. 1:unctions sueh as vend. lection,

n rice co:....:IrHoft-; mid ;Acco;-flilc:e a C queL:ILioils are centralized.

O r rev Lew i ndi ca t:2..1 the Co llow in g p rob 1 em areas

lay!: i n the Lion of 1:,,:,(ch and ise

. 'th e cc. n ion of t he Ptr:chnsa F.'eparLment: d d

not r II ve tIre A.V.T.E. of alL p u roil in p ro e

du or;. ail purch;1!;iJig pen;c.inne1 was

tran:,,,:forred to the con tral 1 eve1. Purehase
nepnutment, A!-.1 a rem.) I:, A.V.T.E. had Lo hire ad
ditional phrS onnel to carry out certain purchzv; ing

lid: ions. Ii Lie onne o f 1 nd us ri a Arts, the
l'roi!,ram Director ha:7, h rod it purchau;e clerk to

ro(..e purr.!;iue: lie A. v.T.E. hae problems in

.qh;Lt :.1;)p a te n s adequa te Col lowup On

purdu.t.:o e rdui:m citmt:rndiiig for an extended period

Purl (o(;;0 0 I. airs Ludy we did not rev iew

the ;..pc1riti tins of the central level. Purchase

Departimult, nevertheic!is, we were made aware of

:;:/n I) it,; to roviow I sts ni outstanding
porch ns order; for the purpo!-;e. .of cancell.ing those

''hi oh are boil: ye .



Delays in the payments of invoices. The reason for
this delay lies apparently in the practic
by the central. level Purchase Depart. iL

an invoice until I1l the supporting documents are
gathered. The problem here appears to be the delay
in getting together all these documents that have
to be processed through a large number of communica-
tion channels.

Purchases of equipment require too many approvals.
The practice or requesting signature after signature
of office L'S in consecutive ly bi0:er le'vols does not
necessarily strenthen the internal controls of the
syscem. For instance, from a practical standpoint,
a Program Director approves a purchase order if the
document: has boon s signed by the School Director and
the D c Sup e tendent

supervisors era not being infored of
dates; ihare ia a lack nE inforatien on

th status of the purchase ordar.

'rue n a-:e n er of 7 and volume

or oporat.Lons correpouding
i.e ree. i.a the c,..e hun . P rein as es hare

a ma j or ta.:..-dc. u. th in :ha a..i_ona L 10

Sup.2.i:visor 's Los Loa.

(h)

curchary-: proceilures reduee the ofrocti,c.noss or the ,ducA-.

Li011:11. .-.11,1 have :1 effect upon the peu.:oauci in dlare of run

fli 1i pro 'lb o 012oroducut,, should ho reviewed to speed un the puuchasiug

ry I C.!.

To !;oeed up the cu:Tent system it will be necessary to:

1. !:eduee the 11!..!!ler of approvals

2. Deeentrali7o he plu.'clieses

L COPT:L.11d to -oduce rova s requi red Inc the 1)111. 4..11 ; UCIC: is

and to Li.c- Lb is proco:i:; Hy! hti1iet cycle. That is, the an nen I buclet.

should allocate an amouui: For (..apital expenditures for each region. The ap-

provals for those budi,,eted capital expenditures should he granted zit the

regi Onal 1 1:! \A' J..
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The decent ralization o I: purchases will then be effective in two ways

. Purchase approval by Regional Director

Pur,7hases :::ade locally

The decentralizat on o purchases has soya rail advantages and will

eliminate several pr.) lems and delays :

DC 1! ver i ,; from cent ml le ve I. would be reduced to a min imum.

2. 1epn I. rs end mai nt (mance of equipment could be made locally

3. Payme. to the suppliers could be speeded up

/1. There weni.d be a n1:., vu di ct cent rol over the equipment purchases
.

5. lann ..-at tons C L t1u rrIC, rri:rn:3 would be roved 3 in C,2

n!) o r con 11)1 Lilo do r: of the
r-ed fOr I Is (27 ntses

Purchase :he .\ .n.H..erous arid v:ic; ed Lhi.s volume of

act r iuo baa cL d a i.p. cited :oro , a blird,.-2.n for Lh.-;! Ccccal Supc, rvi 2

h1 ci ral 17,0u ni7 the can hi- fr1.crntcd only if our

.1 are the

of IL, cc oHi with the addition of an Liss is L.ant 1.Zo2i.onal

.iwI!1Ii.i2L ion.

bis ii or is Led by a purchase clerk that

t 1 1 ;Is

1111i: Stidy (lid t1.1. hu"..rel."0 17, our rev.L2w,

i'L!!.. ,;011;2::' 7-ed [let i an and s imp .1 LI. i.cat ion o

lain:: t repo . c:. ),;;r.int to (kli;C.1 elld duui.gi .

7 le ;

tile () .Ii: i.

cation QC data could be gene ra Led
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The individual program design of new forms and reports generates a

time consuming process of gathering data among those teachers and General

Supervisors involved. It is important , there Fore , to concentrate the design

activity under the supery is ion of a S's toms and Procedures Unit

We are recommending in the organization structure , the creation of a

Sys terns and P rocedures Unit , responsible for the approval and design of all

toins recul. rod by the A,V.T.E. One of the firs t tasks off this Unit should be

to :lake an inventory and s Ludy on the need and Frequency of each form and report

The s t udy should attempt to minimize the number of forms and to comb ine sonic off

the.--. to 1:o. :lICU th.:1', 1.1 cati OR C e to cts. tb b; Unit will then act as an overi:;eer

11-? A . 'C i ch re rd to fo-Lms c.ont rid . Ihey will carbine the ov.ralI

it:ment of the i\..\1.TJ. 1:11 the :individual necci.:3 of t:1-1,

DLrector.

A 1Z

't ho p inn of prcor-..Ils is a cumbersomo tak that requires n(,)_

on act ion but alse dc at Lent" on to let,--,a1 .

Curie iho p repos Ls aye. h: in:. p Topa red different 1rees of

by P ca;;cam Di rtn't,n:L-; , the Planning ond lucati.orial. 1;e1.-.,dopmcalt Unit

and. the D I. re c',-.0r oI Admini 0 L [:1 Un.

To simp i 1-y the p rccamh.u.e amid to reduce Lie number of executives

vo 1. \red it i p rt pa cati on and rci,ni.on , cr re comme d the p reparation of model

pro real clt] ell Oc!;. I is LS

We. o re at.arcm Lhirtt t1iem.e are cent inuous ges in spec cations and

requl rents [the lens thert: are cnoe,...,11 basic clauses ot a repetitive

nature to accrue labor savi bone. ts and to .increase the adhe fence to legal.

requiroT..:ats by s audardizin Lb i 0. procedure .
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PERSWNEL

Procedures currently in use for processing of personnel related

matters do not. adequately Fulfill the requirements oL the Vocational and

Technical Education Area.

APPOBTMENTS

(a) 1:indirws

Our reviey indicates that the personnel appointments procedure is

time-couseming. i.;n approvals, recommendations and endorsements have La

be addod to a candi,:late's doenmntation at; it is routed through the "prop or

adminetive csannel ." 0LiI Fuli-timo and pact-tjme tc,acher appointmet!ts

appear Lo follow tThe sjme hire

Li a c.!;1didate is prooscd for mre thnn one part-time teaching poi-

ti.on, Che pcoced'2-!:e is repeat:LA as many times :.1:=; the number of part-

On: A conod 1.-hrce partLiw coitioca

gcneratcs three OiFT5.!rent aff,oi!:,leetn.

ft was Cre(lucutl.: in,licated to during our review Hint appoinLmnt

process5o:, Fr!ctu,!(z!:ly Lr,ok en to This d.J:ly causo,-; sinifieant

diTficul.LHs in. the or,ani:,:ation of ccures deped on contract:; with other

goveremorit agen::Hs (such as die :.11,1pcwer )ow.lopmut and Training N.D.T.A.

coorf:o.s tI the hoparl-moco- oi 1.:11)nr).

Dn.-, to the tong to I: teacher appointmenLs,

the tctrIcl:c rz; are C.111.i. LI:1d Lot before ill o (Into it cou

arc, For any ruason, cancelled ::hoi:Liy hrioro f;r:irtiw, Le:o..hcr'a conLract

with M.O.T.A. has to be cauce.ljed. This L.e.sults in undue hardsidp Co Lire

teacher mid ,Jruri: for all personnel involved in the appoinment process.



IL was also determined that there is rarely any feedback of infotma-

Lion to the unit originating the appointment of the teacher.

(b) Recommendations

To simplify the appointment process, to reduce its cycle time, and to

..improve the feedback of information we recommend the following schedule of

approvals:

NONTPACHING PERSMImFf

Annroving Levels
District Pro- Dir. of Sec. of

Position Superin-- Reg. gram instruc-- A8SL. Sec. Educa-
Arnoin!:ed tendent Dir. Dir. tion A.V.T.E. Lion

_....___ ..........

Coordinator
Geooral Supervisor
School Director
A,,,sistant Reg. Dir.

Pro.T:am Diroc;:or

Proram Staff

x

X X x
X x x

X X x

X x X X

X X

x x

TEACHING PERSONNEL
(witidu Vocational and Technical Education)

APProvinLI, i:fL_____________-

District
Director ofRegionalPosition .31tperin- Program Asst. See.

Appointed tcodent Dii:ctor Director Instruction A.V.T.E.

Regular Teacher
Port-time Teaciler

PAYROLL

X

X X

(a) Ei.udinps

Part-time teachers are not included in the reguLar payroll :-ysto.m.

They prepare Lime sheets which are routed through the normal administrative

channels to the central level Finance Office.
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The number of signatures required on time sheets varies depending on

the program and type of course, but usually the following signature blocks are

provided:

. Employee rendering the service

. School Director

. District Superintendent

.. Regional General Supervisor

. Program Director

The central level Finance Office has indicated to us that the only

signatures required for fiscal purposes are those of the employee rendering the

service and of the supervisor certifying that the services were rendered.

These unnecessary control steps delay the processing of time reports

by requiring routing through more offices and restricting rapid feedback for

correction of errors.

(b) Recommendations

We recommend the revision of the system of payments to parttime

teachers incorporating the elimination of all approvals not required for fiscal

control and the streamlining of the feedback of information to allow prompt

correction of errors and minimize delay in processing.

POLICY AND PROCEDURES MANUAL

A procedure set forth in detail, step by step, is the best guide to

operating personnel in the accomplishment of their tasks. The administrative

procedures of the A.V.T.E, would benefit from an overall Policy and Procedures

Manual.
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During the course of our review, we found that certain Program

Directors had prepared their own Policy and Procedures Manual. Programs such as

Distribution and Marketing, Neighborhood Youth Corps, Industries and Arts,

Manpower Development and Training Act, etc., had different types of manuals.

These manuals differed in their format, subjects covered and the detail of.the

procedures described.

The Policy and Procedures Manual is a necessary tool to train new

employees to standardize procedures, to speed up administrative practices, to

minimize administrative supervision and guidance and to facilitate the delega-

tion of authority.

The preparation of the Policy and Procedures Manual is the responsi-

bility of the Systems and Procedures Unit. This Unit should set up the basic

guidelines and write up the procedures with the information received from each

administrative unit and Program Director.

COMMUNICATIONS

One of the problems faced by personnel, especially at the regional

level, lies in the communications area. In most cases the A.V.T.E. follows the

practice of sending correspondence through all the levels of supervision until

it reaches the intended recipient.

This practice, coupled with the large volume of mail being processed

daily, creates "bottlenecks" in certain areas, lost mail and delays.

We recommend to change this practice and have the mail sent directly

to the intended receivers the employee that has to be informed or whose action

is required. This practice will not preclude the mailing of information copies

to the different management levels.
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The Systems and Proce('.u-A-. Unit should conduct a study on the current

mail distribution system. 'dy should cover the following areas:

1. More intensive use of addressograph plates and mailing distribution
procedures for circular notes.

2. Study of the number of information copies required for routine and
nonroutine matters.

3. Possibility of date-stamping the correspondence.

PREREGISTRATION

Under the current personnel resources certain Genera]. Supervisors have

to cover a large number of schools and teachers. They cannot devote their full

attention to each course. This problem, combined with the different degree of

attention and support given by school principals and teachers to the vocational

education programs, result in low attendance and lack of interest in certain

courses.

To increase the attendance to these courses and to insure a better

course information coverage to potential students, we recommend to set up a

preregistration program for vocational courses.

Preregistration procedures should begin approximately two months

before the courses starting date. The following are some of the basic

activities that a well-developed preregistration system should have:

1. Design and printing of bulletin notes and posters to be prepared
in coordination with the Public Relations Unit.

2. Distribution of bulletin notes and posters to all schools to have
them affixed to bulletin boards. This should be done two months before begin-
ning date.

3. Presentation of course outline and distribut.ion of course
literature and application forms. Approximately one month before beginning
date.

4. Mailing of package information to registered students. Approx-
imately 15 days before beginning date indicating: classroom, course hours,
etc.
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INFORMATION SYSTEM

The need for more sophisticated management information system is being

given a great deal of attention in government agencies. Some of the elements of

program budgeting or, as it is now more commonly referred to, Program Planning

and Budgeting System are being implemented by the A.V.T.E.; among those we may

list planning and budgeting. Other elements such as information and reporting

systems, program control and evaluation should be reorganized to achieve better

management control.

The A.V.T.E. faces a unique challenge within the educational system,

of working in a dynamic and changing environment. New skills are continuously

required as a result of technological developments and new industries arriving

to Puerto Rico.

To satisfy those needs, the A.V.T.E. has been structured in ten

Operational Program Units. The special problem facing the A.V.T.E. lies in the

different activities carried out and type of vocational students being trained.

An effective information and reporting system required that each Operational

Program be planned, programmed, budgeted and controlled as a separate entity.

For each program and for each activity within the program, a Program Director

should have full authority and responsibility for planning and controlling the

operations, and in addition, he can be held accountable for the effective and

efficient achievement of the program targets. The A.V.T.E. should design an

improved information system to measure performance and to provide input to the

planning procedures.

Effective utilization of an integrated planning and budgeting system

depends, to some extent, upon'the availability of information for purposes of

decision making. We believe that to properly evaluate and analyze its program

needs, the A.V.T.E. would need information within the following six major

categories:
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. Student statistics

. Program information

. Personnel assignments

. Facilities usage

. Fiscal data

. Regional profile data

A centralized planning and budgeting staff should be established by

the A.V.T.E. The centralized staff would have responsibilities for:

. Providing the staff work necessary for the formula-
tion of an annual operating budget.

. Assisting in the design of the integrated planning
and budgeting system described above.

. Providing staff service in use of the new system,
i.e., implementing the process, collecting informa-
tion, summarizing and analyzing data, and recom-
mending approaches.

. Establishing a time sequence for the process and
assuring that it is followed.

. Planning and conducting in-service training in the
use of the integrated planning and budgeting system.

CONTROL OF OPERATIONS

Currently, the control of the operations at the Program Director level

is exercised through the Weekly Activity Report, Program Evaluation Reports and

Semester Reports.

Weekly Activity Reports are basically narrative descriptions of visits

made by Program Staff to the field, opening of new courses and other items

oriented towards a public relations.or press release type of information.

Staff meetings are effective when used in conjunction with an estab-

lished progress reporting system. Periodic progress reports would point out

specific situations in need of management action to be taken up in discussion

at the meeting. The meeting would serve to develop an action plan to correct
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the situation and the reporting system would then furnish the feedback or the

implementation of that action pl n.

Program Evaluation Reports and Semester Reports are more management-

oriented than the Activity Reports; however, due to the low frequency of their

preparation, the lack of standardization and the absence of measurement against

specific milestones in a preestablished plan, their value as a management tool

is significantly decreased.

An effective information system provides the tools for programs control

and evaluation. Program Directors should be able to analyze and evaluate actual

operations to determine whether or not operational plans were achieved in rela-

tion to overall objectives.

Each Program Director should review the results of the activities with

his Regional General Supervisor. This monthly review will be directed to

analyze the result of the operations against budget instead of the current

monthly meeting where all the General Supervisors get together.

The information system requires an effective program budgeting system.

We have discussed. planning and budgeting in another section of this report.

However, we should indicate here that one of the major problems facing the

A.V.T.E. is the lack of information from the educational regions. Without

statistical data on enrollment, drop-out rates, absenteeism and educational

needs it is very difficult to prepare a budget or to produce monthly reports

of operations. Our review indicates that some of the major problems facing

the A.V.T.E. to obtain information are the following:

1. Teachers do not send the information required due to a combination
of reasons, among them: low motivation, lack of interest on the part of the
School Principal, etc.

2. The channels of communication used create delays in the informa-
tion sent to the control level. The correspondence goes through the School
Principal, District Superintendent and Regional Director before reaching
the Program Supervisor.
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3. The Regional General Supervisor has a combination of problems that
add directly or indirectly to the lack of information.

. Span of control too wide. Certain supervisors have
to cover a larger number of schools.

. Supervisors have too many administrative tasks
that cut down their direct supervision time.

. School principals with few exceptions do not assist
General Supervisors in requesting vocational educa-
tion teachers to meet deadlines.

. General Supervisors report to the Regional Director
whereas they have a direct working relationship with
the Program Director at the central level. Program
Directors need the cooperation of the Regional
Director to enforce information requirements.

The problems outlined are the result of other underlying problems,

of a wider scope forcing the A.V.T.E. We have included in different parts of

this report our recommendations that relate directly to those problems. Among

those recommendations we have covered the following areas:

. Low motivation. This is partially a result of low
salaries for teachers. We recommend higher salary
scale.

. Delays in information. We recommend simplification
in the channels of communications.

. Span of control too wide. We recommend increased
Regional Supervisors for certain programs.

. Excessive load of administrative tasks. We have
recommended the position of Assistant Regional
Director of Administration to assume these
responsibilities.

. Reporting relationships. We have recommended the
position of Assistant Regional Director of
Vocational Education to concentrate regional
operational responsibility under one executive.



VIII PERSONNEL EVALUATION AND POLICIES

OVERVIEW

VIII-1

re=onne:_policies considered directly related to the success in

attracting, retaining and motivating qualified professionals are: salary,

selection process, promotion, professional leave, recruitment, training, and

evaluation. In the following paragraphs we will discuss each one of these areas

in A.V.T.E., its present status and appropriate recommendations.

A note should be added before the reader moves further into this

section. The Report of the President's Panel of Consultants on Vocational

Education clearly indicated the increasing need to develop professionals:

"Special attention should be given to the development of highly qualified pro-

fessional personnel in the many facets of vocational education. The task is

large and will require measures considerably beyond the facilities now provided.

Professional staffs at universities that provide leadership training will have

to be enlarged. Recruitment of candidates for leadership training will have to

be expanded and incentives provided in the form of fellowships or other stipends

to make it possible for acceptable candidates to undertake the training needed."

(7, p. 162)

SALARY

This section is discussed in detail in Chapter IX Salary Structure.

The study indicated a need for the development of a new salary scale

thatlilcuLi7 place A.V.T.E. in an equal, 0T-better, bargaining position with

prospeotime quPTified employees. The new salary grade structure would also

tend al) damrease the turnover of personnel to other competitive institutions.
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Our review indicated that executive personnel are underpaid at

A.V.T.E. Under these circumstances it becomes difficult to attract and retain

qualified personnel. Underpaid employees will develop. an attitude of doing

the minimum required amount of work necessary to remain in their positions.

Educational research indicates that nonmotivated employees would be operating

at above 30% of their capatity, while motivated personnel can operate at

about 80% of capacity. A fair level of compensation in itself does not

ensure full motivation by the employee, but it is one step in the right

direction towards attaining an effective and inspired work force. Some of the

other factors that complement a proper salary level are discussed in this

chapter.

SELECTION PROCESS

The necessity to fill a teaching position is generally felt first by

the principal of a school and/or the supervisor of a program. The Education

Law of the Commonwealth of Puerto Rico clearly specifies that the representative

of the Secretary of Education at the local level is the Superintendent of a

school district. For this reason the principal of a school and/or the

supervisor of a program take their needs and recommendations for a vacant

position to the Superintendent of the district where the vacancy exists. The

Superintendent consults with those individuals related to the position which is

vacant and sends his final recommendation to the Director of the Region. The

Director of the Region evaluates the recommendation passed to him and if there

is an agreement sends a letter to the Program Director with his comments and

recommendations.

The Program Director sends it to the A.V.T.E. Administrative

Assistant who routes it to the Assistant Secretary for A.V.T.E. for approval

and signature. The Assistant Secretary sends it to the Undersecretary of the

1
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Department of Education and from there to the Secretary of Education for final

approval. If approved, it goes tr) the Personnel Office of the Department of

Education where the documents are filed.. When all the papers are in order at

the Personnel Office, a telegram is composed informing the incumbent of his

appointment and the telegram is taken back to the Secretary of Education for

his signature and then it is sent to the incumbent.

When the documents are sent to the Personnel Office, a check is made

to insure the completeness of the requirements for the position and all the

necessary .Legal papers. The time span from the origination of the request

for a position until the incumbent is notified can vary from two to eight

weeks, sometimes longer.

In the Systems and Procedures Section of this report an account of

the recommendations for the Selection Process at all levels of the A.V.T.E.

is explained.

In general, it can be appreciated in the Selection Process, an

over-abundance of check-points at different levels of the organization. The

number of required channels, before a decision in the selection of an employee

is made is too long. The Secretary of Education himself does not need to

approve every appointment in the A.V.T.E. He can delegate this authority to

the person in charge of the A.V.T.E. The immediate benefit to be derived

from this change is the speed-up of the selection process and improved com-

munications between administrative offices and the programs.

PROMOTIONS

A review of the data showed that most of Ole positions at the

central office level required experience in the education field. Most

administrators have been promoted from.wfthin and certainly, there is nothing

wrong with promoting within. However, when use of this concept becomes an
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overriding criterion to the exclusion of appropriate experience, then the

practice may not be considered desirable. A.V.T.E. generally does not hire

administrators for noninstructiopal position unless the individuals have had

teaching experience. Continuation of this policy would preclude the potential

employment of many talented people.

It is recommended that the requirements for educational work

experience in a vocational area be discontinued for administrative positions

not directly related to the teaching or immediate supervision of the programs.

This policy would permit qualified personnel without the required teaching

experience to be employed by A.V.T.E. It also serves the purpose of allowing

for "outsiders" to come to a responsible position if the need arises.

PROFESSIONAL LEAVE

The A.V.T.E. has written policies describing the necessary conditions

and requirements to qualify for proffesional leave.

The written policies are divided into five major categories:

. Professional leave without salary

. Professional leave to study with salary

. Military service leave

. Maternity leave

. Political leave

The present written professional leave policies of the A.V.T.E. give

a clear picture of the benefits provided to the employees in this area and

offer opportunities for furthering the individual's personal development. The op-

portunity for further education is a successful strategy in attracting and

retaining qualified personnel. Emphasis should continue to be placed on re-

warding outstanding teachers with the opportunity of increasing their own

education. The benefits acquired are not only received by the individual

teacher, but they are communicated to the students in the classroom..



We recommend that continued attention be given to "professional leave

to study with salary;".the possibility of increasing the number of this type

of leaves should be considered. This will necessitate additional funds with

benefits to be derived by furnishing the students with well prepared teachers.

Leaves of absence of personnel whether in teaching or administrative

functions should be carefully planned and coordinated. A temporary replacement

should be assigned to the position before granting a leave of absence to insure

the continuity of the teaching process or the administrative function.

RECRUITMENT

There are written policies describing in detail the requirements

necessary to apply for an administrative and/or teaching position in the A.V.T.E.

The written procedures include information as to the following:

. Places where applications can he filled and
delivered.

. Maximum number of school districts to which
applications can be made at the same time.

. Legal documents that must accompany the application.

. Fulfillment of all necessary requirements for
desired position.

There is a roster of all eligible applicants, in order of merit, who

have the appropriate teaching certificate to occupy a specific position. A

second roster exists for all individuals that do not have the teaching

certificate.

One of the recruitment problems facing the A.V.T.E. is the scarcity

of interested and qualified applicants; in considering the reasons for unfilled

positions Program Directors ranked the lack of qualified candidates as being one

of the main recruitment problems. This problem is further aggravated by un-

competitive salary levels, and it is discussed in detail in Chapter IX Salary

Structure.
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TRAINING

Our review indicates that the A.V.T.E. provides in-service training

for vocational teachers. However, there is a need for a more comprehensive

planned program of in-service training for all vocational teachers. This

situation has been stated by several of the Program Directors who are faced

with the difficulties of keeping a qualified, up-todate teaching staff.

The rapid changing technologies emphasize the importance for in-

service training of teachers. This need goes beyond the summer courses re-

quired for certification; it is concerned with professional and technical educa-

tion which should be geared to meet the requirements of Puerto Rico's Vocational

Education Program.

Low salaries present an additinal problem since teachers work extra

hours to supplement their regular income. Under these conditions, the teacher

is reluctant to take leave to undergo training even though he may recognize that

this is necessary if he is to maintain high standards of professional competence.

Training Program

The amount of training offered by A.V.T.E. is limited to two programs:

.
Professional leave to study with salary

. Summer school

The first program was explained under the heading of-Professional

Leave in a previous section of this chapter. It was recommended that the

number of leaves in this category be enlarged and better planned to insure

the continuity of the programs.

The second program, summer school, applies only to those teachr.'rs

that are interested in subject areas for which the University of. Puerto Rico

offers courses.
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Recommendations

A considerable number of A.V.T.E. teachers can improve their teaching

techniques. It is a fact that at times A.V.T.E. teachers do not have enough

experience in methods and, or psychology of adolescents and young adults. The

teacher will generally know his area of expertise, but is unable to communicate

his know]edge to the students.

It is recommended that the A.V.T.E. establishes its own training

program with the following concepts in mind:

1. The training program will concern itself with the development of
Leachers to better handle the classroom situation. The two areas to be
emphasized in the training are:

. Techniques and methods for effective communica-
tion of knowledge.

. Techniques to understand and properly handle
adolescents and young adults.

2. The training could also be expanded to include "refresher courses"
in technical areas. The purpose of the refresher courses would to be keep the
teachers technologically abreast of changes in their specialized areas.

Methods of providing an effective in-service experience can be:

1. Workshops of one to two weeks

2. Seminars and study at the central level .of A.V.T.E.

3. Seminars in leadership training

4. Seminars in management of time

5. Lecture series by top scholars

The benefits to be derived from a well-conducted training program

far outweighs the costs of implementing such a program.

3. Professional leaves of absence for study should be granted only
when a qualified substitute is available. This procedure would preclude the
possibility of interrupting a program due to extended vacancies.

EVALUATION

There are no written policies relating to the evaluation of personnel

in the th,V.T.E.



Formal written procedures should be adopted indicating who will do

the evaluation, how the evaluation will be used, the basis upon which the evalua-

tion will be made and frequency of the evaluation. The subjective judgement- of

an individual should be minimized to improve the accuracy of the evaluation

process.

To make full use of the evaluation system, as a tool !'or employee

motivation and personal improvement, the rational basis of the evaluation

procedures should be explainel in detail.

It isrecommendeu that a formal written evaluation procedure be de-

veloped aid implemented in the A.V.T.E. This procedure can be used to motivate

individuals with low morale and as a measure of performance.

1

a
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IX - SALARY STRUCTURE

The rapid growth of the Area of Vocational and Technical Education

has created a critical shortage of skilled management personnel at top levels.

Individuals who are drawn to these programs often posses interests and ex-

periences relevant primarily to technical knowledge content and secondarily to

program management and administration. Thus, the A.V.T.E. tends to be

administered, at the second level of responsibility, by individuals who have

been schooled in service related disciplines, such as education and social

sciences. Consequently, there is a need for increased attention to management

skills required to effectively deploy human and financial resources.

There is also a shortage of technically qualified teachers to meet

the increasing demands of the A.V.T.E. Teachers in Vocational and Technical

Education are generally highly demanded by other institutions. Due to the

nature of their specialized skills, the supply of capable teachers is limited,

while the demand continues its upward trend. Universities, businesses and the

general industry are interested in the services provided by these individuals

and constitute a major area of competition.

This section of the study makes reference to the salary structure

presently in operation and its effects in the overall functioning of the A.V.T.E.

EXECUTIVE POSITIONS AT
CEN1WL LEVEL

Consider the plight of a supervisor and/or a principal with a back-

ground in education who is promoted to Director of a program; consequently, he

has the responsibility of the overall direction of a specific program area. The

kind of problems with which this individual is now faced and the midst of

.overwhelming administrative demands are areas with difficult effective solutions

for the short run.
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This situation is not uncommon; it is the rule rather than the excep-

tion. In this environment, management training and personnel development are

inextricably a part of day-to-day administrative operations. Consequently, the

task of attracting and developing management capability requires the utmost in

dedication and perseverance.

The present salary structure of the A.V.T.E. is not competitive with

comparable responsibilities and level of supervision in the general industry.

It is estimated that executive pOsitions on an average basis are approximately

25% below industry levels. There is a high demand for competent managerial

and administrative personnel but present salary ranges constitute a problem for

obtaining and retaining desired.personnel.

An example of this situation is demonstrated in the case of an

employee not desiring a promotion to the next level in the organization struc-

ture due to a decrease in salary attached to the new position. The increased

responsibility and authority appear not to be properly recognized. There is no

incentive for that individual to accept increased responsibilities and duties

without increased salary.

Salary levels can also seen as being a contributing factor in the

unfilled positions. Examples are: Director of Technical Education, Supervisor

of Technical Education, Director of Trades and Industries. The number of vacant

positions at the central level is not any larger due to strong loyalty and

dedication in the part of the employees. Seniority is also a factor that seems

to have an influence in the loyalty to the A.V.T.E.; the average number of

years of service of Department Heads at the central level is seventeen years.

A.V.T.E. must ensure that its employees are motivated and that their jobs are

not turned into rutinaly assignments without challenge, recognition and future

prospects for development. Therefore, the A.V.T.E. should closely review its
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present salary administration program along with all aspects of employee

motivation. The results of this review should be compared to present practices

of ell major institutions which compete with A.V.T.E. for personnel.

It is recommended that A.V.T.E. develops a new salary scale which

will enable them to successfully compete with other government agencies,

industry, business and universities in attracting and retaining qualified

managerial and administrative personnel.

TEACHING POSITIONS AT
SCHOOL LEVEL

In certain program areas of A.V.T.E., a requirement previous to

becoming a teacher is work experience for a minimum of three years. Practical

experience in the trade to be taught is sought by Program Directors on

prospective candidates. In order to attract and retain qualified specialized

personnel from the industry, salary levels must be at least competitive and

offer good prospectives. At the present time, the salary structure for

vocational education teachers is on the average higher than for academic

teachers. However, this is not sufficient and industry, businesses and univer-

sities have higher salary scales allowing them to attract A.V.T.E. teaching

personnel to their institutions.

The current salary scales of A.V.T.E. include only one classifica-

tion for certain supervisory levels. There should be several classifications

within each scale to consider differences in experience, seniority, educational

background performance and any other additional factors considered important

in determining an individual's salary level within a salary grade. An example

of the above described situation is found at the Supervisors and Curriculum

Technicians levels where only one classification is given for all those posi-

tions, creating dissatisfaction among those affected adversely.
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RECOnIENDATIONS

It is recommended that A.V.T.E. develop a salary structure taking

into account two main considerations:

1. The salary levels of the teachers should be higher to enable
A.V.T.E. to attract capable specialized teachers and also to retain those
teachers that are already in the system. The salary levels should be at least
comparable and preferably slightly higher than the salary levels of the compe-
tition, businesses, universities and government agencies.

2. The new salary structure should provide enough flexibility within
each salary grade level, to allow for individuals with the same positions and
with different performance records and backgrounds to be rewarded differently.
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X - PERSONNEL REQUIREMENTS

Central administrative staff members have good background education-

ally and occupationally. The administrative staff makes a continuous effort to

keep up-to-date in the field of Vocational Education Administration. Some unit

administrators were actively enrolled in job-related courses at the university

level. Others, including regional personnel demonstrated great interest for

participation in professional seminars, Conferences and other short courses

which would give them greater depth in their field of work.

Professional improvement efforts, such as Chose described in the

preceding paragraph can go far in improving the administrative effectiveness

of the executive and supervisory personnel assigned to the Vocational and

Technical Education Program. However, this effectiveness is not solely a

function of the individual administrator or supervisor, rather it is :1 function

of organizational structure, systems and procedures, plans, information systems

and staffing levels in combination with the individual. It is with the element

of staffing levels that this section is concerned.

During our review we examined the uppor echelon staffing requirements

at central and regional level. Although the scope of this phase of our review

did not extend to the clerical, secretarial, or teaching levels, we did observe

some characteristics of this level of staffing and include recommendations for

possible improvement in this area.

Based. on our review of present staffing and on the recommended organi-

zational structure shown on Page IV-1, we recommend that the following personnel

levels be established within the Vocational and Technical Education Program at

central and regional levels.
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Following is a list of recommended staffing levels for the recommended

organizational units:

CENTRAL ORGANIZATION

Education:
1. Office of the Assistant Secretary for Vocational and Technical

. The Assistant Secretary of Vocational and
Technical- Education

. The Assistant to the Assistant Secretary of
Vocational and Technical Education

. An executive office with two professionals as
follows:

Executive Assistant

Assistant of Programs

- Four secretaries

2. Office of the Head of interageacy Relations and Promotion:

. The Head of Interagency Relations and Promotion

. Two Interagency Coordinators

. One Secretary

3. Office of the Director of Instruction:

. The Director of Instruction

. One secretary (individual programs are shown under
program level)

4. Office of the Head of Administration:

. The Head of Administration

. A Construction and Permanent Improvements
Coordinator

. An Office S,;!rvices Coordinator

. A Personnel Affairs Coordinator

. An Expediter for Purchases

. An Accountant

. A Secretarial. Pool Supervisor

. Twenty-one Secretaries (secretarial pool)



5. Office of the Head of Information Systems:

. The Head of Information Systems

. The Supervisor of Statistical. Services

. The Supervisor of Systems and Procedures

. A Coordinator for Rupurts and Information

. Two Statistics Technicians

. Two Secretar-F_es

6. Office of the Head of Planning, Budgeting and Evaluation

. The Head of Planning, Budgeting and Evaluation

. A Budget Technician

. A Planning Technician

. A Supervisor of Evaluation

. Two Secretaries

Office of t.lu:s Head of Vocational. Research and Curriculum
Developmen_t=

. The Head of Vocational Research and Curriculum
Development

. A Supervisor of Research

. A Supervisor of Curriculum Development with a
staff of mrriculum technicians to functjun as
a pool. The number of Curriculum Technician
positions in this pool would be equivalent to
the number now dispersed among individual
programs. Instead of working specifically for
one program, the Curriculum Technicians would
be used as internal consultants to be allocated
to instructional programs on an "as needed"
basis.

. Two Educational Researchers

. Two Assistant Educational Researchers

. Two Secretaries

8. Office of the Head of Professional Training:

. The Head of Professional Training



. Two Training Personnel for Teaching Methods

. Two Coordinators

. One Secretary

PROGRAM LEVEL

X-4

Program Name

Personnel Requirements by Position

Prog.
Dir.

Asst.
Prog.
Dir.

Area
Gen.

Sup.

Regional
Gen.

Sup. Coord. Staff Secretaries

Industrial Arts

Health Occupations

Vocational and Ind.

1

1

2

1

2

1

13

3

13

1

2

2

Education, T. & I.,
M.D.T,A. and W.I.N. 3 6 5 24 7 4

Technical Education 1 2 - - 1

Vocational. Agriculture 1 3 4- 6 2

Home Economics Education 1 3 2 13 2

Business Education 1 2 4 12 12 2

Distribution and
Marketing 1 2 2 6 7 1

Vocational Guidance 1 2 3 13 - 2

Special Programs 1 3 2

REGIONAL LEVEL

1. Office of the Assistant Regional Director for Vocational Education:

. The Assistant Regional Director of Vocational and
Technical Education

. The required Regional General Supervisors. The
latter depend on the number of programs being
offered in the region and the number of teachers
engaged in each Program.

. The required Regional Industrial Coordinators

. One Secretary
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2. Office of the Assistant Regional Director of Administration. This
Office should consist of:

. The Assistant Regional Director of Administration

. A Budget and Statistics Technician

. The Coordinator for Purchasing, Maintenance and
Construction of. New Facilities

. Coordinator for Office Services and Personnel with
direct supervision over the secretarial pool

3. Office of Community Relations and Promotion:

. This Office will be directly attached to the Office
of the Regional Director.. It should consist of a
Coordinator for Community Relations and Promotion
and a Secretary.
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XI - BUDGET REQUIREMENTS

This section quantifies the recommended organizational structure in.

terms of estimated additional budget dollars which would be required to imple-

ment the proposed organization.. The following is a summary in tabular form of

the present and proposed positions, staffing levels and estimated budget require-

ments for the central and regional levels of the Area of Vocational and Technical

Education.

ADDITIONAL BUDGET REQUIREMENTS SCHEDULE

CENTRAL LEVEL

Position Title

Number of Employees Basic
Annual
Salary

$ 15,600

AdditionA
Budget

Requirements
Pro.sent

Org.

Proposed
Org.

Increase
(Decrease)

Assistant Secretary
Assistant to the Assistant

1 1 - $

Secretary 1 1 13,500 13,500

Executive Assistant 1 1 11,000 11,000

Assistant for. Programs 1 1 10,200 10,200

Secretarial Personnel 4 4

Subtotal S 8 3 34,700

Director of Instruction 1 1. 13,000

Secretarial Personnel 1 1
Subtotal 2 2

Head of Administration 1 1 12,000

Construction and Permanent
Improvements Coordinator 1. 10,200

Office Services Coordinator .1 10,200 10,200

Personnel Affairs Coordinator 1. 1 10,200

Expediter for Purchases 1 1 9,600 9,600

Accountant 1 1 7,200

Secretarial Pool Supervisor 1 1 5,400 5,400

Secretarial Pool Personnel 18 18 3,215 61,470

Subtotal 4 25 21 86,670

Head of Information Systems 1 1 12,000 12,000

Supervisor of Statistical
Services 1. 1 9,420

Supervisor of Systems and
Proced:Ires 1 1 9,420 9,420

Coordinator for Reports and
Information 1 1 9,420



XI-2

Position Title

Number of Emialoye=
Inecrease

(Dtelrease)

Basic
Annual
Salary

Additional
Budget

Requirements
Present Proposed

Org. Org.

Statistics Technician 2 2 $ 6,300 $ -

SecretartaiTersonnel 2 2 1,415

Subtotal 6 8 2 21,420

Head of Planning, Budgeting
and Evaluation 1 1 - 12,000.

Budget Technicion 1 1 7.,500

Planning Technician - 1 ... 7,500 7,500
Supervisor of Evaluation 1 1 9,420 9,420

Secretarial Personnel 2 - 3,415

Subtotal 6 2
.

16,920

Head of Professional
Training 1 1 10,200 10,800

Training Personnel 1 2 1 7,800 7,800

Coordinating Personnel - 2 .2. 7,200 14,400

Secretarial Personnel 1 1 3,415 3,415

Subtotal 1 6 5 ;6,415

Head of Interagency
Relations and Promotion - 1 1 10,800 10,800

Interagency Coordinator 1 2 1 6,900 6,900

Secretarial Personnel - _1 1 3,415 3,415

Subtotal 1 4 3 21,115

Head of Vocational Research
and Curriculum Development 1 1 12,000

Supervisor of Research 1 1 - 9,420 -

Educational Researcher 2 2 - 9,000

Supervisor for Curriculum
Development 1 1 - 7,620

Curriculum Technician 1 14 13 7,320 95,160

Assistant Educational
Researcher 2 2 - 8,520 -

Secretarial. Personnel 2 - 3,415

Subtotal

__2
10 23 13 95,160



PROGRAMS:

of Employees
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Basil AdditionalNumber
Present Proposed Increase Ainint,il Budget

Position Title Org. Org. (Decrease) .Salw---1 Recwirements

Industrial Arts:
Director 1 1 $ TI2 0 '-' $

Assistani: Director 3 2 (1) Elp (10,800)
Area General Supervisor 1 2 1 - 710 8,820
Regional General

Supervisor 7 13 6 ,..... 20 49,320
Regional Coordinator 8 13 5 ,620 38,100
Staff 2 - (2) 7,320 (14,640)
Curriculum. Technician 2 - (2) -_'>75 (14,640)
Secretarial Personnel 3 2 (1) 3,415: (3,415)

Subtotal 27 33 6 52,745

Health Occupations:
Director 1 1 12J A3 12,000
Assistant Director 1 1 -171,,,,M

Area General Supervisor 1 1 F':9
Regional General.
Supervisor 3 3 -'r..) 24,660

Regional Coordinator 1 1 i-- L!) '1,620

Staff 1

Secretarial Personnel 1 2

(1)

1 .-)--t

Subtotal 4 ----T 9 5 ,375

Vocational industrial
Edutation, M.D.T.A.,
W.I,N. and T. & I.:

Progran Director
. 1 1 12,000

Subprogram Director 3 2 (1) 11,400 (11,400)
Assistant Director 2 6 4 10,800 43,200
Area General Supervisor 4 5 1 8,82.0 8,820
Regional General
Supervisor 7 24 17 82:0 139,740

Regional Coordinator 7 7 7,610
Staff 1 - (1) 7,320 (7,320)
Curriculum Technician 1 (1) 7,320 (7,320)
Secretarial Personnel 16 4 (12) 3,415 _(402980)

Subtotal 42 49 7 11._4 740

Technical Education:
Director 1 1 12,E00
Assistant Director 1 2 1 10,am 10,800
Area ..,,,,ral Supervisor - - 8,820
Reg' ,i General Supervisor - - 8,220
Regional. Coordinator. - - - -T.620
Staff

Secretarial Personnel 1 1

77 ,320

1,415
Subtotal 3 4 1 10,800



Number of Employees
increase

XI-4

Basic Additional
Annual BudgetPresent Proposed

Position Title Org. Org. (Decrease) Salary_ Reuirements

Vocational Agriculture:
Director 1 1 $ 12,000 $
Assistant Director 3 3 10,800
Area General Supervisor 3 4 1 8,820 8,820
Regional General Supervisor 6 6 8,220

Regional Coordinator 7,620
Staff 1 (1) 7,320 (7,320)
Curriculum Technician 2 (2) 7,320 (14,640)
Secretarial Personnel 3 2 (1) 3,415 (3,1115)

Subtotal 19 1.6 (3) J. 6.2555)

Home Economic Education:

_(

Director 1 1 12,000

Assistant Director 3 3 10,800
Area Genera]. Supervisor 2 2 8,220

Regional General Supervisor 7 1.3 6 8,220 49,320
Regional Coordinator 7,620

Staff 2 (2) 7,320 (14,640)

Curriculum Technician 2 (2) 7,320 ( :14,640)

Secretarial Personnel 4 2 (2) 3,415 (6 830)

Subtotal -21 21 13,210

Business Education:
Director 1 12,000

Assistant Director 4 2 (2) 10,800 (21,600)

Area General Supervisor 1 4 3 8,820 26,460

Regional General
Supervisor 6 12 6 8,220 49,320

Regional Coordnator 12 12 7,620

Staff 2 (2) 7,320 (14,640)

Curriculum Technician 2 (2) 7,320 (1.4,640)

Secretarial Personnel 3 2 (1) 3,415 (3,415)

Subtotal 31 33 2 21,485

Distribution and Marketing:
Director 1 1 12,000

Assistant Director 2 2 10,800 21,600

Area General Supervisor 2 2 8,820

Regional Genera].

Supervisor 6 6 8,220

Regional Coordinator 7 7 7,620

Staff 1 (1.) 7,320 (7,320)

Curriculum Technician 1 (1) 7,320 (7,320)

Secretarial Personnel 2 (1) 3,415 (3,415)

Subtotal 20 19 (1) 3,545
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Number of. Emnloyees Basic Additional
Present Proposed increase Annual Budget

Org. Org. (Decrease) Salary ResArements

Vocational Guidance:
Director 1 1 $ 12,000

Assistant Director 3 2 (1) 10,800 $ (10,800)

Area General Supervisor 2 3 1 8,820 8,820

Regional General Supervisor 7 13 6 8,220 49,320

Regional Coordinator 7,620

Staff 3 (3) 7,320 (21,960)

Curriculum Technician 3 (3) 7,320 (21,960)

Secretarial Personnel 2 (1) 3,415 (31415)

Subtotal 22 21 (1) 5

Special Programs:
Director 1 12,000

Assistant Director 3 3 10,300 32,400

Area General Supervisor 2 (2) 8,820 (17,640)

Regional General
Supervisor 8,220

Regional Coordinator 7,620

Staff 7,320

Secretarial Personnel 2 2 3,415

Subtotal 5 6 J. 14 760

Vegional Level:
Assistant Reg. Director

for Vocational 'Loch

Education 6 6 11,400 68,400

Subtotal 6 6 68,400

Assistant Reg. Director
of Administration 1 6 5 11,400 57,000

Budget and Statistics
Coordinators 6 6 7,620 45,720

Purchasing, Maintenance and
Construction Coordinators 1 6 5 7,620 38,100

Office Services and
Personnel Coordinator 6 5 7,620 33 100

Subtotal 24 21 178,920

Grand total 230 323 93 $ 824,830



XII-I

XII COORDINATION WITH OTHER COVERNNENT AGENCIES

The A.V.T.E. offers programs in some areas where other government

agencies such as the Department of Labor, the Department of Health, the

Department of Commerce, the Department of Public Works and the Department of

Agriculture, also provide vocational education services. This does not imply

duplication of efforts; however, there exists the possibility of closer coordina

tion with those agencies to maximize services and minimize costs in related

program areas. As an example, this chapter illustrates some relations between

the Department of Health and the Department of Agriculture with the A.V.T.E.

in common programS.

HEALTH OCCUPATIONS

The A.V.T.E. has a program directed to the training of practical

nurses, first-aid personnel, pharmacist's assistants and other health related

professions.

The Department of Health has an operating program referred to as

"Human Resources;" this program is responsible for the administration and

implementation of Programs that supply qualified health related personnel to

the Department.

We recognize the general needs of both Departments to have qualified

available personnel; however, the efforts should be directed to strengthen

the coordination of resources of both Departments For training of personnel

in health related occupations.

This will require an in-depth study of the needs, present facilities,

binding contracts and future expectations of both departments.
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VOCATIONAL AGRICULTURE

Examples of related work in the agricultural sector are the A.V.T.E.

Agricultural. Training Program and the vocational personnel in charge of work

areas of the Department of Agriculture.

Aaricultural Training Programs

The A.V.T.E. tins a program of Vocational Agriculture that provides

systematic training to secondary students and young and adult farmers. The

objectives of the Program are as follows:

1. Training in rural school units and high schools to

a. Create skilled farmers

b. Create skilled farm technicians to work as farm
service employees

2. Training in the specialized agricultural schools in the following
are

a. Operating and servicing of farm machinery

b. Agriculture, hortic,Alture and coffee farming

3. Training of already established fanners as farm administrators to
increase their efficiency and field oa their business.

4. Training high school seniors and juniors in off-farm occupations
such as selling fertilizer, selling agricultural machinery, etc.

There appears to be some duplicity of effort in this area due to the

fact that the Department of Agriculture has programs and objectives which over-

lap with those of the A.V.T.E.

Related Programs in the Department of Agriculture

The Department of Agriculture in its efforts to provide better

services to the farmers began a decentralization of its functions. The geo-

graphic regions of the Department of Agriculture were subdivided into five

agricultural zones and each agricultural zone was further subdivided into work

areas. Each work area was assigned to an agricultural engineer who became the

direct contact with ail the farmers in his area. Each work area was assigned
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to an agricultural engineer who became the direct contact with all the farmers

in his area. Each work area was assigned personnel from the different govern-

ment agencies. For example, in the forty-eight work areas of the San Juan Region

the agricultural engineers were employees of the following agencies:

. Department of Agriculture Eight (8)

.
Agriculture Extension Service - Twenty-seven (27)

. A.V.T.E. Eight (8)

. Program of Isolated Communities Five (5)

By the above example we wish to point out the different agencies which

provide services in the agricultural area.

We recommend that the A.V.T.E. investigate and analyze the possibiliLy

of strengthening the coordination of efforts and resources of all government

agencies involved to more efficiently provide for the needs off the agricultural

sector.
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FINANCIAL AID

The Area of Vocational and Technical Education offers financial help to

students enrolled in Work Incentive Program and Neighborhood Job Corps Program.

Students enrolled in other programs offered by Vocational-technical Education do

not receive financial aid from the A.V.T.E. A number of the students enrolled in

the A.V.T.E. programs must sacrifice part or all their wages to attend vocational

school.

A large percentage of' the student population enrolled in the programs

r.:ome from low income families and their present contribution to the household

income is of primary importance. The potential students will not have the

parents support to engage in further vocational training. The A.V.T.E. could

provide an invaluable service to the community by providing a larger sector of

the vocational student: population with sufficient financial aid to insure

participation in a Vocational-technical Education Program. The incentive and

motivation to learn should increase with better financial assistance.

We recommend to organize an approptiate financi aid system where

students priorities and needs are established. The developed procedures must

insure confidence and reliability in the system to operate effectively,

SALARY STRUCTURE

In Section VII of the report we recommend the development of a new

salary structure for administrative personnel and teachers. The Government of

Puerto Rico determines the salary to be paid to the secretaries of the dif-

ferent government agencies.

The present salary of $25,000 paid to the Secretary of the Department

of. Education is not commensurate with hisauthority and responsibility and it

establishes indirectly additional salary ceilings for the executive personnel



within the Department. Executive positions in the Department of Education are

not competitive with private industry, universities and other institutions.

We recommend a review of the overall salary administration program

of the Department of Education.


